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SUBJECT: Tank Forces Managemont Program

The program developed by the Tank Forces Management Group presents
an opportunity to significantly imiprove the combat capability of our
Armor Force as part of the ccmbined arms team,

New attitudes and new management initiatives are necessary if our Army
1s to capture the full combat potential of current systems and those about
to enter the force. A system approach to management of the Tank Force
that ties tocgcther people and techaolopy with specific focus ¢a the entire

weapon systern is a step in that direction. Such a management technique
could well prove to have application in varying degrees to other systems.

This program was approved by the Chief of Staff with decision criteria
for each category as listed at inclosure {next under). Implementation

plans are currently being prepared. Agencies responsible to implement
recommendations or to continue ongoing actions will be notified by
separate correspondence,
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Incl RICHARD G. TREFRY

as Major General, GS

Acting Director of the Army
Staff
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CSA approved SELCOM recommendations on TFMG report as follows:
1. Implement category 1 and 2 recommendations.

2. Continue category 3 studies/analyses, deferving decisions until

they are completed.

3. Develop resource requirements of category 4 recommendations,

INCLOSURE

- TI'MJ RECOMMENDATIONS

deferring decision until resources are defired.

4. Recognize category 5 efforts.

5. Examine applicability of recommendations to other weapons systems,

6. Adopt total weapon system management for tank force by establishing

a Tank Forces Management Office in OCSA,
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U. S, ARMY
oate 13 Aug 1976
SUBJECT: Tank Forces Management ene C5334 (13 Aug 1976)

ACTION QFFICER/EXTY

MAJ Black/1k/72544

MEMORANDUM FOR:  HEADS OF ARMY STAFF AGENCIES

1. PURPOSE. This memorandum provides for the aestablishment of the Tank
Forces Management Group (TFMG) within the Office of the Chief of Staff,
Army, effective 9 August 1976.

2, DESIGNATION OF CHAIRMAN. LTG James Kalergis (Ret) is designated as
Chairman, TFMG, concurrent with the establishment of the positien,

PRI

3. MISSION. The mission of the TFXG is to develop a program that will
optimize the combat potencial of the US Army tank forces, to present the
progran to the Chief of Staff, Army for approval, and to coordinate tne
implementation of the approved progzram.

4. STAFF RELATIONSHIPS.
a. The Chairman, TFNG, reports directly to the Chief of Staff, Army,
b. The Chairwan, TF¥G, has delegated authority of the Chief of Staff,

Army, within the policy guidance prescrided in the attached charter, in
the accomplishment of his mission.

it s s mrnie b stk i bt rica lia

¢, The Chairman, TFMG, is autiiorized direct acceuss to Army and other
Service Staff agencies, the Office of the Secretary of the Aray, the Office
of the Secretary of Defense, Major Army Commands and their subelements, and
staff support and field operating agencies.

L d. Establishment of this group dues not relieve Aray Stafi cicments
b and/or MACOMs of their assiri.ed staff and cowvand responsibilities. Tne

; : Chairman, TRMG, wili maintain closc and coat.auous coordination wach the

Army Staff and YACOHs.

5. ARMY STAFF AND MACOi RESPONSIBILITIES. ‘

a. Each Army S:aff agency and MACOM will appoiat a point of contact
for TG actions.

{ be TJAG will provide legal advice as required.
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SUBJECT: Tank Forces Manu, ement

6. ADMINISTRATIIVE AND RESOURCE SUPPORT.

o s ik i bt in b, Reiride abain o Sl

a, Military and civiiian support will be directed by Director of
the Army Staff (DAS).

b. Administrative support (space, clerical, and equipment) will be
furnished by DDAS (Executive Services), OCSA,

c. TFMG will be located in Room 1A871, The Pentagon.,

BY DIRECTION OF THE CHIEF OF STAFF:
I., 10/‘
?

.t /, K
U/“" AT
1 Incl WILLIAM B, FULTOM
as Lieutenant General, GS

Director of the Army Staff
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CHARTER OTF ..E TANK FORCES MANAGESENT GROUL?Y

1. PURPOSE. Thie Department of the Army charter establishes the Tank
Forces Management Group (TFMG) and specifies the mission, authority, and
responsibilities of the group.

2. TANK FORCES MANAGEMENT GROUP. Effective 9 August 1976, the group 1is
eotablished within the 0ffice of the Chief of Staff, Army. The Chairnan

is LTG Jamea G. Kalergis (Ret). 7he group is located in Room 1A871, Tne
Pentagon.

3. MISSION.

a. The mission of the TFNG is to develop a program that will optimize
the combat potentilal of US Army tank forces, to present the projgram to the
Chief of Staff for approval, and to coordinate the implementaticn of tha
approved program.

b. The program will be develeped by analyzing how to:

(1) 1Increase the effectiveness of individual and coilective training in

units.
(2) Improve personnel maragement procedures.
(3) Iwmprove logistic and materiel support procedures.

(4) Identify oppor'unities in the functioral areas for improvement
as pertaine to Army tank forces.

c. The Chairman, TF¥G, using current TRADOC analiysis as a polnt of
departure, will:

(1) Survey existing or pctential problems impacting on the US Army
tank forces.

(2) Examine alternatives for accozplishing the mission.

(3) Develop program improvements and a plen for implementing improve-
ments.

(4) Present recommendations to the Chief of Staff, Army.

(5) Coordinate implementation of the approvdd program.
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4. AUTHORITY AND FUNCTION.. The Chairman, TG, wituin the policy
Huldance preacribed hereiu and oy autiiority of the LZhnief of Staff, will:

a, Estcblish objectives and goals, specify prioritics for actien,
and coordinste activitiuas of the Army Staff and Major Army Commands in
the development of an integra:ed program to improve the operational po-~
tential of US Army tank fcrces.

b. Review plans and actions of the Army Staff and Maior Army Commands
to improve Us Army tark forces.

c. As apprepriare, task the Army Staff and Major Army Commands to
prepare, coordinate, and execute plans, studies, and actions.

d. Provide a single point of contact within DA for the coordination
and direction of all activities pertaining to tank forces improvement.,

5. RELATIONSHIPS.
a. ‘The Chairman, TFMG, reports directly to the Chief of Staff.

b. The Chairman, TG, is authorized access to and coordination wilih
Army and other Service Staff agencles, tha Office of the Secvetary of thn
Army, the Office of the Secretary of Defense, MACOMs and their subelements,
and staff support and field operating agencies.

c. Establishment of this group does not relieve the Army Staff elements
and/or MACOMas of their assigned authority and reeponsibilities.

d. The Chairman of the ITWG will provide periodic progress reports
to the Chief of Staff, Army and conduct periodic in progress reviews for
selected members of the General Staff and MACOMs.

6. SPECIAL DELEGATION. The Chairman, TF4G, is delegated approval autherity
in the selection of the deputy and other key personnel asesigned to the TiliG.

7. EXPIRATION. This charter exnires 31 July 1977, uniess sooner terminated.

/1”,1’
), e

!' ’/‘,.,9_2'/,,’-\/,- :

WILiian 3" FULTION
Lieutenant General, GS
Director of the Army Staff
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TANK FORCES MANAGEMENT GROUF

James G. Kalergis
Robert S, McGowan
Jack L. Sauer

Claude L. Clark

Dale K, Brudvig
wWilliam F. Bryant
Ronald E. Craven
Frederick M. Franks
Patrick J. Kirvin
williiam H, Roche
Morris G, Strickland
Joseph C. Conrad
wWilliam R. Rittenhouse
Harlin N. Duibin, Jr.
Robert W. Haubrich
Thomas F, White

Jack W. Frazier

LTG(USA, Ret)

coL
LTC(P)
LTC(P)
LTC
LTC
LTC
LTC
LTC
LTC
LTC
MAJ (P)
MAJ (P)

MAJ

MAJ

G5-14

029-10-0210
136-22-2785
167-26-5605
281-31-9667
547-44-8685
557-40-6989
019-28-2610
190-26-5127
293-34-2001
261-48-1858
418-44-1758
037-26-3460
233-60-9861
446-40-7299
389.36-5395
370-44-4712

§78-30-5384

ix

2nd Armored Div, Ft Hood, Tx)
(ODCELOG)

(0CsA)

{0DSCCPS)

(ObCSOPS)

(0CsA)

(N\WC-1978)

(ODCSPEWY

(OCLLY

(OPCSHPS)

(OCSA)

(ODCSRDAY

(ODCSRDA)

(ODCSPER)

(Armor Center, Ft Knox, Ky)

(0CsA)
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IDTREDLETION

The Army faces an increasing management challenge caused by the

need to exploit fully the combat potential of fielded and new weapons
systems about to enter the force. These
FuilyY com@Ar READY systems must be employed at the peak of

their performance threshhold if the Army

é S X S ES S is to win battles outnumbered. TRADOC's
..sder's'e_v%‘ Total Tank Systems Study (T252) concluded
.@-£££¢ tha; ;]’.e combat capab]i.ligy ofdtl;ebArmy
Tan orce is seriously degrade ecause
css':sruggyggsﬂ:!F~ -
oo the current management of tank resources
7 ffd—q is not adequate (fig. 1), The findings
- 'S of the Tank Forces Management Group
3 bl (TFMG) confirmed and strongly reinforced

this general conclusion,

Figure 1 It. accordance with its assigned charter,
TFMG developed a program to capture the

full comwbat potential of the Tank Force. 1In its analysis, TFMG extended
the TRADOC tank studv, using an investigaiive proces.- that concentrated
on finding solutions to problems as they applied to the total tank
system, This focus requircd several iterations of subsvstem analyses
that ultimately led in a series of total syster solutions. That review
is now complere and the program is presented in subsequent chapters of
this reporrt.

The Army accomplishes the tasks to men, ~quip, and train the Total
Force through subsvstem management processes of personnel, 1 gistics,
training, and development., The Planning, Programming, and Budget
Svster: (PPBS) cuts across these functional lines in a coordinated effort
to ailocate resources as required to support the force. This current
management structure has provided contreol of resources: soldiers are
recruited and trained, equiprent is procured and is being improved and
logistics support 1s functioning. The general management thrust has been
to effe~t +otal force improvements by improving process efficiency. This
straight functioral approach has management limitations thit .ike it
inadequate in the management of the Army's Tank Force.

This conclusion became incieasingly more apparent as the TFNG
review progressed. When conridered 1n a total system environment, some
initial conclusions reached in the functional subsystems proved to be
invalid. It was only after identified deficiencies were examined in
coordination with findings in other subsystems that total Tank Force
recommendations were developed. This focus on integration of the sub-
svstems to effect total system improvements became the basis of the
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TFMG system management deliberations. Achieving that full understanding
of the systems process permitted cleaver identification of the problems
and possible solutions. The current Army managewent structure is not
able to provide this intensive system focus and thus cannot effect the
degree of improvement needzd in the Tank Force (fig. 2).

QERRELD
SuUBSYSTEM
MANAGEMENT

STRUCTURE
CANNOT
EFFECT
IMPLOUEMENTS
weeoeo [

#e CBEG
PROGRAM
OF TOTAL
SYSTEMS
INTEGRATION -
CAPTULES
Fuce i

COMERT
POTENTIAL

Figure 2

The present Army management system is the product of years of test
and trial--and continuous improvement; it effectively changes as
external conditions require. The degree and urgency of changing condi-
tions now confronting the Army are becoming increasingly significaant:
high-cost weapcns sysiems with dramatic imzprovements of combat effective-
ness, increasing personnel and training costs, intensified competition
for scarce resources and budget dollars, and a threat producing weapons
svstems in great quantity.

The key to meeting these changes for a select few critical weapons
systems is to adopt intensive total systems management. By integrating
and coordinating the various contributive resources—troops, training,
supplies, services, doctrine--the full effectiveness of new, highly
capable weapons can be achieved. 1t is nelther necessary nor desirable
to manage all weapons systems with the same level of intensity,

I1-2
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REFORT CREGANIZATION

The following chapters describe the individual subsystems that are
elements of the total management structure, together with the &3
specific findings and recommendations for improvement. Separate list-
ings of subsystems should not detract from the basic review premise
that only if improvements in each subsystem are implemented in a toutal
system environment will the full combat potential of the Army Tank
Force be gained and maintained,

AR T TR A LR o 288 S

COMBAT CAPABILITY
TOTAL TANK WEAPONS SYS

Figure 3
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The organization of this report mirrors the system approach., Each
functional subsvstem has been analyzed as it relates to the tank system
and interrelz.es with other subsystems. Subsystem chapters are listed ]
before management because suboptimization of processes is important omnly 3
insofar as it contributes to improved system effectiveness, Management
is discussed in the final chapter because it 1s the structure that links
the subsystems and implements the weapons system approach for the Tank

Force (fig, 3).
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b in TFMG office, Pentagon, Room 14871. ‘
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INTRODUCTION

The outcome of battle increasingly depends upon the proper functioning
of a few primay weapon systems. £#s a result, the personnel system

must be sufficiently responsive to provide the necessary focus in the
suprort of these systems, The highly trained personnel who operate these
systems must be delivered to the battlefield with precision and in a

combat-ready condition. 1In short, the personnel system must be weapons-
system-oriented,

This doctrine, expressed in greater detail in FM 100-5, Operations, pro-
vided the standards and drove the methodology in the development of &
program to optimize the combat potential of the tank force.

To measure the capability ot the current personnel system to support this
dcetrinal concept, it was necessary to examine in detail, and articulate,
its general characteristics (fig, P-1) and its functional processes,

Every aspect ot the personnel system which impacts on the capability or the
tank weapon system was analyzed, diagramed, and assessed to determine its
contribution to the etrectiveness or the tctal tark system. This weapons-
system approach required a tull appreciation or the interrelationships
between and among all or the various functions and subsystems which, in
combination, constitute and support the tank system. Because this approach
was taken, the improvements recommended in each functional area complement
and support one another in a synergistic manner--the value ot each individual
improvement is multiplied by the etrect or the others.

mgzreral...
THE PERSONNEL SYSTEH US...

PO TSI S S L N

VERTICAL.. BN~INSTALL /Ot - MACOM - DA

COMPLER... FRAGMENTED RESPONSIBILITIES., .
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TIAE DERPENDENT .. TO RECHHIT:.. TIMN... CHANEE
WELLACE. . RETAHIA

PEACETIAME UESIGHN... ROC s iN EUROPE ansl
MOBILIZATION FLANS dNCLERR

SHOR T TERM OLIENTED... ANNURL MAVYERL §...

¢ END STREMNGTM CEILINGS.. TRAMING ...
CLORAD CEILINGS... RECLASSIFICATION PROGIEAMS
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THE PERSONNEL HANAGEMENT,

Personnel management is a series of processes

directed toward the procurement; training,

utilization, separation. development and
DEFINITION motivation ot military personnel. 1t is &

function so basic to the vitality of the Army

that every level of command is accorded criti-

cal functions, responsibilities, and pre:ogatives.

PR ST PN

! The process of personnel management follows a
life-cycle sequence of events, as indicated by
its functions (fig., P-2): requirements, train-
ing, distribution, sustainment, and separation.
Currently, the Army accomplishes these functions
: in an environment of equitable treatment and in
] a4 manner that meets overall manpower goals.
Measured in terms of process-efficiency, this
macromaragement of personnel works reasonably
well., Yet, it becomes questicnable whether this
method of personnel management is universally
applicable since it cannot respond to unique
personnel management requirements of the various
weapons and support systems,
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SUPERVISION AND CONTROL
-------------------- FIELD OPERATING AGENCY

i

Figure P-3

The Army organization for personnel management is

designed on a functional basis (fig. P-3). Decen-

tralizing operations and responsibilities, with

coordinated control, is the Army philosophy through J

which overall objectives and principles are estab-

lished. The task of implementing this philosophy

s rests with the people down the line, The chief

- THE ORGANIZATION executive officer is the Deputy Chief of Staff for

i Personnel, and his office comprises the planning

’ staff, Commanders of MILPERCEN and USAREC, as
operaling group heads, are iresponsible for the
overall results and planning of their groups. Field
commanders, through their personnel staffs and sub-
ordinate commanders, operate the system and provide
the necessary information to keep it running.
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THE FUNCTIONS

The 1ife cycle sequence of the five personnel
system functions (fig. P-4) provides a convenient
and rational division of the total management
system. This division is reflected throughout
the system in regulations, procedures, and
organizational structure. An analysis of the
subsystems within each function, however, pro-
vides an insight into the interdependence of
each function on the other, and the common set
of information systems upon which each function
is dependent,
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Figure P-4

The following findings and recommendations are
grouped according to function for ease of pres-
entation and understanding. 1t i& important to
bear in mind, however, that these improvements
cut across functional lines in their interre-
lationships with other recommerdations and their
impact on the total system.
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Determining the Army's sccession and training
requirements involves & complex interaction among
Armmy staff agencies and the MACOM. A highly siampli-
fied summary of this process is po-trayed in fig. P-5.

(1) ODCSOPS initiates the requ-rements determination
by the development of the required force structure,
This determination is expressed in terms of numbers
of units of a particular type, constrained by
resource availadility,

Qﬂ ?m (2) The TOE is the document which translates doctrine

. into types of units. MACOM use the TRADOC-developed
(2;"“ ce ‘w:"f)r‘ TOE as models in the development of their MIOE. These
MTOE, which reflect command unique missions and resource
constraints, are provicded to ODCSOPS where they are

- AR e Sere e WReaele | emmmmAemRemme—— e T T

(1.7 1-143
entered in The Army Avthorization Document System (TAADS).
Burnen 2ATIONS TAADS provides the central file of manpower authoriza-
n.oe.n(;gs) tions, by grade and MOS.
OCSPER (3) These authorizations are compiled by ODSOPS,
- .manipulated to conform to resource availability, and
= Apeme el mecession (&) ‘passed to ODCSPER by means of the Personnel Structure
Ki:;;: gﬁ teurs and Composition System (PERSACS), to provide the
i pAPECiEN Mt D vsAREC definitive personnel requirements list.
: s, (5) (&) ODCSPER uses computer-assisted analyses to

project total personnel losses which, when compared to
rRADoC the requirements list, provides total accession require-
Gerwme ments.
(5) Using current inventory dats bases and loss
models, MILPERCEN calculates projected losses by MOS,

These projections are used to develop training require- :
ments,

LR S T
PR S,

Figure P-5
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Determination of requirements is & process which in-
volves actions by a myriad of organizations, offices,
and sysgtems The decentralized nature of this system
and the process orientation of the diverse parts pro-.
duces less than optimal results for the tank weapons
system, An analysis of the requirements function as
it impacts on the tank force provides the following
findings.
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1. FINDINC:
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Figure E-6

THERE 15 A SHORTACE OF AUTHORIZFD TAUK CRIWMEN IX

DISCUSSION:

ARMOR UHiTS: ANFOWER 13 INSUFFICIGIG 10 OPERALL

THE TANK TO :13 POTENTIAL.

The most sigrnificant pzrsonnel finding is that che
tenk force is not adeguately manned. The Tank
Weapon Systen requires fcur trained crewmen to be
effective; remove one crewman and the system becomes
less than 50 percent effective., In combat and in
peacetime, a full four-man crew is c¢ssential to

the successful operation or the tank system,

The tank company that enters the battle zone with a
full complement of 68 crewmen repidly loses eftec-
tiveness with each crewman lost; there are no trained
crew replacements immediately available to the company
commander without disrupting a critical combat support

function,

The four crewmen fn each tank do aot previde sufricient

manpower to efficiently operate or service the equipme-t

Maintenance, refueling, and rearming, as well as crew
rest (one man awake at all times) detract from the
time available f[or combat. Additionai combat power
without adding more tanks to the companv, will b=
generated by reducirg thic service time--this can only

be accomplished by adding mcre crewmen to the company,

To maintain a combat-ready posture in a manpower-shor?
envivonment, every armor commander invariablv resorts
to battle rosters--stripping the support capebility
ot the unit to provide full crews, BRattle yosters are
necescary hut dangersas. They provice a delusion o:

11-7
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combat readincss--a chimera that is exposcd at the end
ot each gumnery e¢ycle when battalions, which have
reachted the peak ¢t their training, are ironically
(and unriversally) given a "recovery" period to catch
up on legistics and administrative neccssities, Tre
acccpted practice oi bhattle rosters is, in itself, a
de facto adnissiorn oi manpourr inadcquacies.

In peescetime, the tank company that is fortunate encugh
to have 68 tank crewmen assigned will rarely have many
ot its tanks fully manned. Leave, SD, sichk call,

in- and cut-processing, details, all extract their
share, leaving the commander with a hodge-podge ot
partially f.1led crews available for training,

L]
The full crew is essential for treining. Individual
duties and skills at each or the rour positions
interact with each other and can therefore be taught
and practiced only in the presence ot all other crew-
men. Effective collective training is also impossible
unless all positions are manned.

Operator mainternance requirements in addition to
overhead in a tank battalion leave approximately

55 pcrcent ot its manpower time available for training
and support operations, Either training or maintenance
sufter--usually both,

Turbulence in tank crews degrades training, readiness,
and morale, yet half of all tank crew turbulence is
caused by moves within the unit as the commander shifts
his resources to keep his crews balanced and full,
Additional crewmen who have trained with the company
will reduce turbulence by providing a buifer betwecel,
the operational crows and the replacement strean, and
oftset a negative impact of turbulence by providing
training continuity.

Anthoriczations for the armor crewmen MOS provide an
E3-E4:Ef ratio or 3:! (cf., infantry (11B) ra:tio:

5:1)., This low ratio ensures a chronic shortage or

E6 tank cormandets and institutlonalizes a requiteme:nt
to continue to reclassity E6's {rom othier MIS into

arnor ir. order 0O provid% tank commanders, aAn addi-
tional creiman per rank will raise the ratio to @1,
providing a broader base to meet future NTO requicements,

11-8
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Saviet tactics and numerical superiovity require US
tank forces to maximirze the time eacl, tank is avail-
able for combat. New eguipment capable of operating
in all weather and visibility conditions provide the
opportunity to approach extended rvound-the«ciock
opereations; hcwever, current manpower is inadequste
to exploit that technology advantape, With escalet
ing equipment costs and facing a nurerically supetior
force, the Army rust provide the tank force with a
foirce siructure that alicws it to more closely approach
8 24-hour capability.

RECCOUENDATION: As an interim measure and because of the cadlicality
04 this issuc, add one additional crewman per Lanh ¢
each {ank company. Conduct analysis cf manpcwor Acqudie-
ment 2o operate equipment Ln Jank uniis, <est alien-
natives, and publisn nee, TOE,

{Internelates with similan Training and Loglstics
recommendalicis) .
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FINDING:

Figure P-7

AUTHORIZATION DOCUMENT CHANGES, WITHOUT SUFFICIENT

DISCUSSION:

RECUMMENDATTION :

PERSONNEL PLANNING LEADTIME, CAUSE INEFFICIENT AND

INETTECTIVE PROCUAREMERT, TRAINING, AD DISTRIZ TIgN.

An authoriczation change (MTOE) entered into the TAADS
system is reflected in the following month's PERSACS.
Unless the effective date (E-date) of the MTOE change
is beyond 6 months ot the date it is entered into TAADS,
it 15 unlikely that the distribution system can fill
the personnel requisition. 1f the E-date is within

1 year of the date of entry into the TAADS system, it
is unlikely that the training system will be able to
produce the appropriate mix of trained personnel to
meet the requirements. Sample data taken in November
1976 from one division in Burope (fig. P-7) illustrates
this problem. Of 26 recent MTOE changes, only two
projected an E-oate more than 6 months beyond the date
of the change, eight changes were retroactive. The
results in this divisioy are predictable--inadequate
numbers of trained soldiers in the correct grade and
MOS.

Synchronize MTOE ard fonce structure changes with
personnel planning Leadtimes. As a minimum, rcduce
frequency of MTUE changes and extend Leadtimes (E-dates).

1 11410
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3, FINDING:..

MACOM-DEVELOPED MTOE CHANGES CAN RESULT IN MUS- IMBALANCES

DISCUSSIQN:

RECOMMENDATION :

*ARD INADBGUATE CAREER DEVELOPMENT PATTERNS.

MTOE changes which do not affect allicated strength
and grade levels can be approved by the MACOM. This
aprrovel authority has a significant impact on train-
ing and career progression., An example is the current
11D/11E MOS mix in Sheridan crews in Europe. Sheridan
crews in the cavalry squadrons in Birope are composed
of a mixture of soldiers with MOS 11D {(armor ;econ-
naissance) and MOS 11E (tark crewman), This crew mix
did not change strength or grade Jevels, but it placed
& new skill requirement for soldiers with 11D MOS at
grades E3 and E6. While this solution right have had
validity in Rurope, its full impact in the Army was toc
remove these soldiers from the wainstream of their
MOS and confound an already difficult.llD career pro-
gression pattern,

Since MTOE changes appear {n the system one at 8 time,
there is little opportunity fo- comparison of manpower
utilization and effectiveness between and awm.ng differ-
ent types of units, As an example, a USAREUR mechanized
infart .- battalion (at ALO 1) is avthorized more track
vehi : 1o nechanics (50) and & higher grade structure

ths- s.::.orized in a tank battalion (45).

Review «TOE changes at MACOM and HQDA Lo ensure anmor
wiit neadeness 48 not degnaded by inadequate considera-
tion of the impact on distribution and professional
development.

11-11
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“. FINDING:~ THE EFFECTIVE OPERATION OF THE PERSOKNEL SYSTEM 18

DISCUSSION:
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Figure P-8

RECOMMENDATION :

BEST Ar/#tta=rr rony
s S . X
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DEGRADED BY NUMEROUS ERRORS IN THE BASIC COMPUTER
INFORMATION SYSTEMS. :

Every function of the personnel system depends to
some degree on automated systems and data banks.
Preeminent among these are the authorization gystems
(PERSACS) and the inventory master files (EAF/OME)
(fig, P-8). The validity of the PERSACS is affected
by numerous changes to the authorizations documentsg,
the timelag involved in processing these changes, and
the short-term planning horizon for force structure
changes, Previous and rcurrent initiatives by ODCSOPS
are improving the validity of the PERSACS; new force
development systems such as the Vertical Force Develop-
ment Munagement Information System (VFDMIS) should
increase accuracy even morc.

The validity of the inventory master files directly
affects accession management, retention, and distribu-
tion., Although the probability of accuracy of an
individual data element in a soidier's file may be

97 percent, the errors sccumulate s. > that the
likelihood of any soldier having all e necessary
data elements correct is less than f p¢ ent. 1In
fact, samples taken in Europe indicute nly 50-60
percent of the soldiers have accurate r« cords,

Conduct an in-depth analysis of the personned irven-
tory data base to determine metiods to increase
accuracy. Include the accunacy of this data base
in the special areas of intenes ' by the Inspector
Generat.

I1-12
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5. _FINDING:

THERE ARE NO SPECIFIC CRITERIA FOR IDENTIFYING KEY

DISCUSSION:

RECOMMENDATION :

PHYS1CAL AND MENTAL CHARACTERISTICS FOR TANK CREW
MEMBERS.

Personnel selection criteria, when coupled with the
adoption of 8 system of discrete training by weapon
and crew position, appear to offer great potential
for achieving a significant improvement in tank crew
performance. 1t is known, for example, that some
crewmen can become better gunners than others., It
is possible that individual talents can be more
effectively used by screening prospective crewmen
prior to training to iaentiry those with aptituae
for particular positions, and to exclude from the
tank furce those who are physiologically unsuited.

A thorough task analysis of each tank crew position
may lead the way to improved aptitude and/or psy-
chomotor skills tests for use in predicting success-
ful armor crew duty performance when a soldier
enters the Army,

-Develop physiological Ztests to identify potential

anmon crewmen with a high aptitude fon tank crew
position duties.

(Internrelates with similan Thaining recommendation).
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6. FINDING: THE MULTIPLICITY OF JOB SKILLS REQUIRED TO BE
PERFORMED BY ARMORED CAVALRY SOLDIERS (MOS 11D)
PRECLUDES EFFECTIVE TRAINING AND CAREER PROGRESSION.

DISCUSSION: Current MTOE in USAREUR requires armor reconnaissance
soldiers (11D) to crew the Sheridan as loaders (E3)
and commanders (E6/E7). This situation disrupts
career progrescion for 11D and confounds the unit
training program for Su.ridan crewmen. The Sheridan
is a complex weapons system that requires well-trained
and experienced crewmer,, The current precctice ensures
a continuous flow of untrained, inexperisnced crewmen
at each position,

The 11D soldier is required te cperate a multiplicity
of weapons including the DRAGON, TOW, 20mm cannon,

and caliber .50 machinegun. He is mounted on M113Al's,
M114A2's, or scout jeeps in varying organizations.
Adding the Sheridan to his list of required skills
dilutes his technical proficiency.

RECOMMENDATION: Devzlop a separate MOS fon Shernidan crewmen and neduce
the profifernation of cavalry onganizations and equip-
ment,

(Internelfates with similar Training necommendation).
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7. TFINDING: SHORTAGES IN MAINTENANCE AUTHORIZATIONS DEGRADE
ARMOR UNIT READINESS AND COMBAT CAPABILITY.
DISCUSSION: The development of the Tank Battalion TOE has been an

RECOMMENDATION :

evolutionary process conducted under almost continuous
pressure to reduce manpower. AS a result, the tank
company and battalion of 1977 have fewer personnel than
tank units in 1948 despite equipment of vastly increased
complexity and capability. Maintenance personnel are
allocated on the basis of the Manpower Authorization
Criteria (MACRIT) contained in AR 570-2., The MACRIT

is based on old engineering estimates unsubstantiated

by field experience It indicates, for example, that

an M113 personnel carrier requires almost as many

annual maintenance man-hours (646) as a main battle

tank (748) and more tnan 8 155mm SP Howitzer (633).

The MACRIT includes only organizational maintenance
personnel and does not consider ope_ator/crew maintenance.
As a result of the shortage of maintenance manpower,
tank units resort to extraordinary measures to main-
tain operational readiness rates. These include
reducing training time to perform additional mainte-
nance, massive amounts of overtime spent in the motor
pool, and inadequate performance of quarterly services.

Develop new crdteria fon the wtlocation cof maintenance
personnel (MACRIT). TIncfude crew maintenance man-houn
hequirements {n the MACRIT, Tevelop improved phe-
cedunes for providing qualified maintenance personned
2o anmon wiits.

(Intennelates with similar Training and Logistics
necommendations ).
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€. FINDIXG:

THE IMPORTANCE OF THE PLL CLERK'S DUTIES WARRANTS

D1SCUSSION:

RE COMMENDATION ;

. e A ¢

ESTABLISHING A HIGHER GRADE FOR PLL POSITIONS 1IN
ARMOR UNIT TOE.

Current authorization documents provide for skill
level 1 PLL Clerks (E3 or E4) in tank units. One
PLL Clerk is assigned to each tank company and
armored cavalry troop; however, there is no super-
visor; position in this MOS (76D) in the battalion
or squadron., The operation of the repair parts
supply system is an exacting and complex task, and
one that is critical to the operational readiness
of the unit. The Army has a huge resource invest-
ment in the repair parts system but places the
entire system into the hands of a PFC or SP4 who
initiates the requisition. This example of one
functional system (personnel) degrading another
(logistics) can be rectified by increasing the grade
level of the PLL Clerk. The impact on the 76D MOS
in terms of sustainability and promotion-flow is
minimal and positive. Authorizations:

Current Proposed
76D10 9100 (85%) 8850 (817)
76D20 1400 (15%) 1650 (197%)

Establish the ammor wndt PLL Clenk’s position at
grade ES.

[Internelates with similan Trhaining and Logistics
hecommendations).
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9. FIKDING:

DISCUSSION:

RECOMMENDATION :

REDUIREMENTS FOR ARMOR OFFICERC ARE NOT NECFSSARILY
REFLECTED IN AUTHORIZATION DOCUMENTS.

Duty positions at corps and other intermediate head-
quarters specify requirements for officers with
functional specialties. Under OPMS, each field grade
officer has two specialties, but unless the headquar-
ters authorization document specifically requires

the 12A-Armor specialty, the assignment of an armor
officer to that headquarters in his secondary speci-
alty is left to a matter of chance. VII Corps
Headquarters, for example, has no armor officers in
the grade of COL, and only one in the grade of LTC.
Armor officers in the grades of COL and LTC are avail-
able for assignment and will be distributed in accord-
ance with requirements; however, only if authorization
documents specifically identify the armor specialty
will 8 valid requirement exist.

Reviaw corps headquarnterns authondization documents
to ensure that rdgquinements fon awmon COL's and
LTC's ane expressed in the documents.

11-17
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H INITIAL ENTRY TRAINING

TRAINING REQUIREMENTS

TRAIMING

The training of Army pecsonnel is a dynamic process
in which virtually every Army staff agency and major
command participates. Staff responsibility for
training is split between ODCSFER, for the classifi-
cation system and individual training, and ODCSOPS,
for collective training, TRADOC is responsible for
training doctrine and institutional training while
each MACOM has responsibilities for implementing
collective and certain individual training programs.
The following discussion addresses the ODCSPER-related
responsibilities.

Enlisted initial entry training is conductea in one

of two ways: separate basic combat training (BCT) and
advanced individual trai.ing (AIT); or one-station
unit training (OSUT). Where training is other than
OU'7T, assignment to an AIT is made by MILPERCEN, using
information provided by the Army Training Center (ATC)
during the early stages of BCT. 1Initial training for
officers consists of attendance at a branch officer
basic course (OBC),

The development of eniisted training reguirements
requires an assessment of the future reguirements
(PERSACS) and the composition of the current inventory
(EMF), The system which performs this assessment is
the Personnel Inventory Analysis Model (P1A 11). The
output from PIA Il is combined with officer, reserve
component, and functional training requirements to
produce the Army Program for Individual Training
(ARPRINT). This document has replaced the "White Book"
conference and is an automated semiannual directive
from HQDA to TRADOC.

Improvements are needed in the classification and
training of armor officers and crewmen to ensure they
are qualified assets when assigned to a unit from the
training base or upon reclassification. The following
findinge address these improvements,

Linein
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10. _FINDING:-,DISCRETE CLASSIFICATION AND TRAINING ARE_REQUIRED

DISCUSSION:

$0NA2

"y '\551 AVLES
\ /-,’35"

GUNNER
DRIVER
LORDENR

He ?

Figure P- 10

FOR DIFFERENT ARMOR WEAPONS SYSTEMS AND CREW
POSITIONS.

ONE-STATION UNIT TRAINING (OSU'T) FOR ARMOR
CREWMEN DOES NOT PRODUCE TANKERS QUALIFIED
BY DISCRETE WEAPON OR DUTY POSITION.

ARMOR OFFICER BASIC COURSE (AOBC) GRADUATES
ARE NOT TECHNICALLY QUALIFIED TO BE TANK
COMMANDERS OR PLATOON LEADERS.

Initial entry armor soldiers may be assigned to three
different crewman postions on five different vehicles
(fig. P-10). Most skill requirements for these various
duty positions are unique to each position; the over-
lap between skill requirements of tank drivers and
tank gunners, for example, is relatively small. An
even greater gap in skill requirements exists between
crewmen on different types of vehicles. The current
system familiarizes entry level soldiers with tanks,
but does not train them to be technically proficient
at any one position. Graduates of OSUT musi. receive
considerable training in individual skille after they
are assigned to units, an unacceptable situation for
wartime replacements,

In order to train armor soldiers for specific crew
positions, the classification structure must be changed
to allow the personnel system to procure, train, and
distribute in the proper quantities.

A separste enlisted Career Management Ficld (CMF) is
required to reduce the armor-infantry MOS crossover
at the senior NCO level caused by current promotion

policy which operates @n a "best-qualified within CMF"
basis,

Armor platoon leaders must be more than leaders on
the battlefield; they must be proficient tank
commanders, Twenty percent of the tank force
firepower is provided by the platocn leader's tank,
Training of junior officers to the required skill
level in the Armor Officer Basic Course {(AOBC) will
recuire a system-specific approach. The officer
classification system must be able to identify the
skills of the officer by type unit and by type
vehicle.

II-19
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RECOMMENDATTON :

Establish a separate career management gield gor

anmon crewmen and armor agconnalssance specialists
which d{dentifies specific shills fon specidic posi-
Lons on discrete tanks and other armored vehiclesd.
Introduction of this armon CMF should be coondi-
ated with the initintion of weapon sysfem-oriented
indtial entry thaining for armon crewmen.

Establish Specialty Sk{LE ldentifiens {SS1's) fox
armon officer position Ldertification and careen
management. Coordinate their introduction with the
nitiation of weapon system-discrete AOBC.

(Intermrelates with simifar Thaining recommendation) .
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11, FINDING:

DISCUSSION:

RECOMMENDATICON :

MANAG EMENT DEFICIENCIES IN TRAINING AND DISTRIBUTION

HAVE RESULTED FROM USING ATDITIONAL SKILL IDENTIFIERS
(AST'S) AND SPECIAL QUALIFICATION IDENTIFIERS (SQI'S).

Training requirements for AS1's are not developed
through the PI1A-ARPRINT process--they are estimated.
ASI-producing courses for initial entry armor

trainees are 3-week add-ons to OSUT. ASl distribution,
particularly R8 (Sheridan) and W1 (MBOA2), is ineffec-
tive when compared with three-digit MOS distribution.
Initial identification and retention of ASI codes in
the computerized data bases is difficult to accom-
plish and subject to high error rates.

Classifu and distribute anmon skiffs in accordarce
with discnete MOS.

ctabiaa
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12, FINDING:

A FORMAL TRAINING PROGRAM IS REQUIRED TO DEVELO?
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DISCUSSION:

RECOMMENDATION :

TECHNICAL PROFICIENCY IN NONCOMMISSIONED OFFICERS
RECLASSIFIED FROM OTHER MOS'S INTO ARMOR.

To meet requirements for tank commanders, NCO's from
other MOS's have been reclassified into MOS 11E,

This program represented l&4 percent of armor K5/E6
operating strength in FY76 and has been accomplished
vithout surticient formal training. The shortage

ot armor NCO's at the E5 ana E6 levels, coupled

with increasing future requirements for tank
commanders, indicate further reclassirication pro-
grams will be needed. The duties of the tank commander
require complete technical expertise in the weapons
system which is not being accomplished by a quick QUT
period in units--the present qualifying method.

Fig. P-11 highlights the disparity in tank unit exper-
ience and education between the tank commander who

has 'grown up" in armor units and the NCO reclassified
into MOS 11E to meet the shortage of tank commanders.

Develop a formal cournse of inmstruction to provide tech-

nical proficiency for NCO's neclassified into armon MOS.

{Interrnelates with simifar Training recommendation) .

TRANL GEMMANBDERS

2RREER PA’O&"?&'SS/ON
&6 .’. 6 YRS
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E¢ +2 vRs COR RWARDS MOS
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E3 41 VYR
FORMAL 01T 4 wies
UNIT EXPERIENCE 90 ORVS GrPERIENCE
52 lomo HKs wnr TRRNING
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21-31 WKS FOIMAL TRRAINING

Figure P-11
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COMMANDERS AT BATTALION AND COMPANY LEVEL REQUIRE

Personnel management {nstruction is not a pre-

percentage ot thefr time dealing with personnel-

The personnel system consists of & complex array

of information systems and operating procedures
which are established &and described by numerous
publications,frequently changed, and not well
understood outside of personnel management offices.
Cormanders have a vital role in sll functions of
the system, but few new commanders understand the

Staff assistance is provided the commander by the
adjutant, the personnel services NCO, and the
senior noncommissioned officers in the battaliom,
Fxcept for the PSNCO, none are formally trained

Improvements can te made by reexamining the per-
sonnel system training at officer and NCO schools
and courses. Special instruction or training
packages should be made available to and mandatcry
for future battalion commanders and adjutants,

Commanders will be assisted if they are provided

a Personnel System User's Guide which clearly and
succinctly describes their duties and options as
they pertain to personnel management. Such a guide,
in the form of a DA publication should be designed
as a desk top reference for unit commanders in the
same manner as Field Manual 27-1, legal Guide for

13, FINDING:
TRAINING IN PERSONNEL OPERATING SYSTEMS AND
PROCEDURES,
DISCUSSION:

requisite for battalion or company commanders
ever through these commander are the Army's
personnel managers and spend & significant
related issues,

system or their responsibilities within {t,.
in the personnel system,

Lommanders,

RECOMHINDATIO

Develop a program to increase the Level of knowledse
0 the personnel system in battalion and compary
commandens .

(Interrelates with similar Trnaining necommendation!.
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The objective of the distridbutiun function is to
provide the propsr mix of personne from available
assets to fill field requirements. This system s
basically dependent on tield requisitions to
generate reguirements for assignment., In the dfs-
tribution cycle, there are three critical factors
which determire the success or fsilure of the
system (fig. P-12):

(1) Properly sdentified and timely submitt-d require-
ment by units.

(2) Accuracy of the authorizations and personnel
inventory data bases.

(3) Support at all command levels through the reduction
of diversions.

DI RIBUTION [RVURTEM

iDCS Gl are ﬁue'u:{ L
3
. (ML PERCEN 'l;l“."
”"*’C’
“~‘

TRRINING
gasg_ FI€LD
L)

"
mvcuroav <o e

OAr A3 ,c“
'A-E \ C.
REPLACEMENTS
rk3
MACOM /
INSTAC, ATION

(3) [
k=)
Figure P-12

Officers are allocated to major commands and activities
by specialty and grade, and warrant officers by MOS,

In the grades of CPT-COL, accountable strength by

grade is subjectively divided into thirds (U/3 - M/3 -
L/3). After subtracting those individuals assigned

to nominative positions (0SD, JCS, Attaches, etc.),

the remaining officers, by category, are distributed
equitably throughout the Army, based upon the Projected
Requisitioning Authority (PRA).

11-24
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An enlisted distribution plan is prepared monthly.

It reflects the current enlisted strength of each

MACOM and division and their forecasted strength-
DISTRIZITION PLANNING status 8 months in the future. Parsornel available

during the period ot the plan are allocated to each

command based on its requirements and the distribution

objective established by ODCSPER.

i

Baac . an R

Assignuent instructions for each trainece are generated
by qualification and availabili;"information provided
MIL®ERCEN by the Army Training #:nters {(ATC's) during

INITIAL ASSIGHMENT the first week of Advanced Individual Training (AIT)
or seventh week of One-Station Unit Training (OSUT).
The specific assignment is made either in response to
an enlistment ccrmitment or as a result of a validated
requisition submitted by the field.

In response to validated requisitions from the field,
MILPERCEN makes assignments of personnel to £ill °
projected or actual varancies considering such factors
as availability (eligibility), individual des res,
and priorities established by DCSOP5 and DCSPER. An
SUBSEQUENT ASSIGNMENTS enlisted Personnel Deployment and Distribution Manage-
ment System (PERDDIMS) is currently under davelopment
to replace the existing Centralized Assignment Pro-
cedures (CAY I1I) System., It will distribute personnel
to the fieid based on cequirements determined at DA-level
from EMF and PERSACS data. In effect, a reve:rcal of
the current system that depends on field-venerated
requirements.

Officers receive assignments in essentially the sawe
ms er as enlisted personnel. An additional facter
considered by MILPERCEN in making officer assignments
is the actual status of commands in relation to their
projected requisitioning authority (PRA), a “Iill"
objective for each commcnd that allocates available
-esources on a priority basis.

|

d b 2

The procedures followed in the distraibution of arrnr
officers and enlisted men are identical to those used
for all MOS's.

.

Some improvements in this area of personnel wanagement
are required so the armor force will receive the right
people when and where they are needed.
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14, FINDING:

NOT ALL SENIOR NCO'S ASSIGNED TO ARMOR BATTALIONS ARE

DISCUSSION:

BRANCH-QUALIF IED.

Since 1973, 20 percent of the E7's selected for pro-
motion and assigned as armor first sergeants have been
from other than MOS 11E. Ba:ctalion commanders decry
this situation which places nonbranch-qualified NCO's
in senior enlisted leadership positicns, especially in
the CABL euvironment where first sergeants are expected
to be trainers.

An IMF query in early January 1977 of 37 tank/cavalry
battalion command sergeants major indicated that 14
CSM's had prior armor experience, 13 did not, and 10
had blank entries. A breakout by MOS of the CSM's
with other than armor experience is as follows:

Radio Teletype Operator (05C)
Infantryman (11B)

Combat Engineer Senior Sergeant (122)
Transporation Senior Sergeant (642)
Tlegal Clerk (71D)

Intelligence Anslyst (96B)

-
w L = B NN

lotal

RECOMMENDATION: Ass.ign onfy branch-qualified command sergeants majon
(CSM's) and finst sengeants Lo anmor battalions/
cavalry asquadrons.

(Tnterrelates with similan Thaining recommendation).
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15, FINDING: A PROGRAM 1S NEEDED TO MANAGE THE ASSIGNMENT, CLASSIFI-
CATION, AND TRAINING OF ARMOR SOLDIERS IN A SPACE-TIMBALANCED
FNVIRONMERT, ESPECIALLY M60A2 AND M55]1 CREWMEN.

DISCUSSION: 1Implementation of an armor career management field (CMF)
will highlight a space-imbalance problem which currently
is disguised by having a single MOS (11E) for,kall differ-
ent tank weapons systems. For example, under the armor CMF,
the M60A2 weapon system will consist of two MOS's--one
for the gunner/loader and one for the driver. Currently,
there are six M60A2 battalions in Europe and one in ) ;
CONUS (fig., P-13). To determine the number of spaces k
required in CONUS and Europe to ensure a 24-month and 5
36-month tour respectively, personnel managers use the
following formula:

2/3 long tour + 2 short tour = CONUS Sustaining Base

This formula shows that CONUS requires approximately

1,004 11E(W1) spaces rather than the current 251 spaces.
This situation will adversely impact on morale and reenlist-
ments unless positive steps are initiated., Procedures

for assigning by secondary MOS, or some other refinement

to the current distribution process, will be needed. Fur-

: ther, & means for assessing the true cost of an imbalance

¢ in weapons systems needs to be developed in terms of either
degradation in readiness, or in transition training required.
%gé%éa! equipment fielding decisions should address these B

RECOMMENDATION: Develcp alternative methods fon managing space-{imbalanced

: MOS/AST. Eszablish a positive decisdion-step forn personnef .
i ) headinzss 4nput to the equipment deployment decision :
process. !
3 4
' {Intennelates with similar Training recommendation). 3
4 b
1 11 11 il 3
- <O O |ITD i
: ]
] M6UA2 Distribution )/) 1L 1 1 ]
E || [ ;
: ! :
e ]
;
: Figure P-13 &"\A :
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16, FINDING:

ENLISTED ASSIGNMENT INSTRUCTIONS ARE NOT VALIDATED

DISCUSSION:

RECOMMENTATION :

BY THE LOSING COMMAND PRIOR TO BEING 1SSUED BY
MILPERCEN,

Assignment nominations which have been approved by
MILPERCEN MOS managers are transmitted to both

the gaining and losing commands simulteneously. The
losing command is responsible for verifying the
individual's qualifications and eligibility. In
theory, this CAP 111 program should work almost per-
fectly, especially 1f relatively few individual
qualifications turn out to be other than represented
on the EMF. However, there are numerous errmnrs in
the date base, which manifest themselves in & high
number of erroneous assignment instructions to USAREUR.

Modidy the CAP 111 sysiem to defay transmitting assign-

ment {nstructions until the assdignment has been veii-
§ied by the Losing comaand.

11-28
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Figure P-14

17, FIRNDING: THE PERSONNEL MANAGEMENT SYSTEM IS ORGANIZED FOR

PEACETIME EFFICIENCY, NOT WARTIME EFFECTIVENESS;
1T LACKS A WARTIME REPLACEMEMT SYSTEM.

DISCUSSION: The Army's peacetime assignment-replacement system is
designed to provide individual Teplacements to
CIRERING AT RUORTEALLR units worldwide in response t¢ requisitions.

Assignments to Furope for grades EL and below

SHNERS.. overLoAvED are made to the 2lst Keplacement Battlaliorn.
oo dvance 'pinpoint” assignments are made for ES
”‘;&;Ef;iifguﬁggfoﬁi"l’“z TRRNING and abhove to units prior to their incountry
“ arrival, During wartime, a ''push" replacement
: svstem will be employed initially to bring the
£ A
VULNERRBILITY... OF wavowmnre comends up to strength. It will be tollowed
PoucIEC.. 1Ll DEFINED by HQDA-estimates and tield requisitions to
maintain strength in the commands, All assign-

nents would be initialiy to the theater for
farther allocation to units (fig. P-14),

SOFTWAPE amd EQUIPAMENT,,,
NOT SUSTRINABLE

PROCEDURES... OFFERENT SETWEEN The currvent USAREUR organization for personnel

RES COMP and RETI/E My administration was developed under the region-
alized Personnel Services and Support (PSS)
Sourte. -M;’zm;e" :f'f ;;a,wre'ﬂﬂace' concept. In this concept, Area and Regional
’ © 7 Fersonnel Certers (APC) and (RPC) provide

support to divisional and nondivisional units

on a regfonal basis. This purpose is to

provide "one-stop" scrvicy to the soldier,
This system provides ettective pecacetime services
to the solaier but lacks a transition plan for
wartime.

Figure P-15

ADP systems which support personnel management
follow the same 'peacetime eftriciency" pattern.
Significant shortfalls in functional policies and
associated ADP systems (fig. P-15) preclude etfective
operation during general war or mobilization,

RECOWHENDATION: Develop a wariime replacement aystem.

Hnteuuﬁtuzgwdh similar Logistics Agcommendation).
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18. FINDING:

3

_FJ

SKILL LEVE W

Figure P-16

LIBERAL SUBSTITUTION RULES HAVE DISGUISED THE EFFECTS

DISCUSSION:

KECOMMENTATION:

OF MOS AND SKI1LL LEVEL MISMATCH.

A soldier is considered to be properly utilized when
working in his PM0OS, SMOS, AMOS, substitutable MOS or
career progression MOS, or ir an QJT-status. The
cumulative effect of these broad utilization rules and
fewer MOS's (& goal of EPMS) has been a personnel
management boon but a hardship for the soldier., Grade
substitution rules allow soldiers to serve in positions
authorized two higher grades (E5 for E7) in their
primary MOS or one grade higher in a substitutable
MOS. AR 611-201, Enlisted Career Management Fields
and Military Occupational Specialties, states that

MOS 63C (Track Vehicle Mechanic) is substitutable

with MO5 63B (Wheel Vebicle Mechanic), MOS 63C (Fue!l
and Electrical Systems Repairman), and MOS 63H (Auto-
motive Repairman). This'policy allows the system to
provide an E6 63H tc a tank unit requiring an E7 63C
Motor Sergeant (fig, P-16); an assignment which should
be made only under extraordinary circumstances and
which should be reflected as an MOS mismatch.

Restnict grade substitution Lr. awmon and maintenance
MOS to 1 akilL Levef forn MOS "match." Restrict MOS

substitutions in enfisted assignmerts to tank battalions.

ITntennelates with similar Logistics necommendation).
11. 30
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19, FINDING:

THERE 1S A SHORTAGE OF INSTRUCTOR TANK COMMANDERS

DISCUSSION:

b Lag ondiic Mintind el oA L

:
N
3
2
!

RECOMMENDATION :

(GRADE E63 AT THE ARMOR TRAINING CENTER.

Currently, the Armor Training Center is short 219
armor NCO's in grade E6, 117 of these are instructor
tank commander positions. 1In order to partially fill
this shortage, the Center holds some of the top grad-
uates in each class to act as tank commander-instruc-
tors for succeeding classes, Each holdover tank con-
mander trains 18 armor trainees in each class. During
the last year, the average number of holdovers has
been 55; the current number is 63. Out of an average
cycle-strength of 270C treinees, 990 are trained by
holdovers. This situatior guarantees less than effec-
tive initial entry training for over one-third ot the
Center's yearly output.

Improving the technical proficiency of OSUT graduates
by training them by position and specific weapon
system requires sufficient qualified instructors.

The current situation where over one-third of the
trainees are trained by recent graduates must be
corrected.

Assign the requined numben of Eé instructon tank
commanders to the Armon Centen and maintain them at
full strength on a prionity basis.

(Internelates with simifarn Training necommendaticr).
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The objective of the sustainment function is to
develop and maintain the career force to bes: meet
the readiness requirements of the Army in the field.
It consists of the policies and programs which

affect the utilizatfon, discipline, mcrale, and
welfare of the soldier., The focal point for enlisted
sustainment policies and programs is the Enlisted
Force Management Plan (EFMP), which provides quali-
tative and quantitative goals for the Army for the
period FY73-FY82. Although several important pro-
grams have been implemented as part of the EFME,

such as the Enlisted Personnel Management System
(EPM3) and Years-of-Service (YOS) Management, several
deficiencies Lave been uncovered in this functional
area which impact on the tank force,
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20, FINDING:

TANK CREW TURBULENCE DEGRADES ARMOR UNIT COMBAT

DISCUSSICN:

RECOMMENDATION :

READINESS; VERTICAL PROGRESSION (GRADE MATCHED TO
CREW POSITION) CONTRIBUTES TO UNIT/CREW TURBULENCE.

Turbulence is a product of both external and internal
factors., Externally, the individual replacement

system and centralized promotions ccntribute to tank
crew turbulence while internally, within the battalion,
position changes, because of promotions and unpro-
gramed losses, also cause turbulence. The cumulative
effect of these factors is to destabilize the tank
crew--a fighting team whoge proficiency is dependent
upon crew training and teamwork.

Modify the tank unit TOE Zo provide {orn progressdion to
grade E5 4in any tank crew position,

(Interrelates with similan Training xecommendation).
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QURRENT TAFK UNIT TABLES OF ORCANIZATION AND EQUIPMENT

DISCUSSION:

RECOMMENDATI Ot :

o TIPS DR G TR A T ARSI T

(TOL) SPECIFY THE GUNNER POSITION AS AN NCO (SERGEANT
E5) POSITION, TO PROMOTE AN ARMOR E4, COMMANDERS MUST
PROMOTE TO SERGEANT.

This finding pertains to the shortage of authorized

ES gunners in the tank force despite the existence

of a large pool of E4's who meet time-in-grade
criteria for promotion. Conmanders in the field hesi-
tate to promote a soldier who is technically proficient
and otherwise qualified to perform as gunner, but who
lacks the leadership and maturity expected of & noncom-
missioned officer. A viable alternative world be the
option to promote deserving so;diers to specialist

five and award the NCO designation when warranted.

Conduct a feasibility test of a policy change which
would enabfe armon unit commandens to promote tank
gunner/drivers to grade E5 as edlther specialists on

sdengeants. Designate a percentage of the positions as
specialist permitted,
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22, FINDING:

DISCUSSION:

i
i
l RE COMMENDATION :

Fd

T T T E S, T

T PR BT T Y
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VISUAL ACUITY STANDARDS FOR THE RETENTION OF ARMOR
CREWMEN ARF. NOT AS RIGID AS THOSE FOR ENLISTMENT.

Physical! standards for the visual acuity of armor
crewnmen require an eye profile of 1 at fnitial entry
into the Army. This standard is not maintained during
the crewnan's career, as it is easily waived by com-
manders at reenlistment points,

The capability to acquire targets and adjust fire is

8 critical requirement for armor crewmen, especially
for the tank comnander. A test perrormed by the

Naval Weapons Center, China Lake, California high-
lighted the direct relationghip which exists between
visual acuity and target acquisition time, It sug-
gests that a crewman with 20/20 eyesight will identify
armor targets at 1200 meters mwore than twice as fast
as crewmen with 20/30 vision.

Develop visual acuity standands based on target acqui-

sition perfornmance requirements for armon crewmen/
o0fficens,
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23, FINDING:

DISCUSSION:

RECOMMENDAT TON :

THERE 1S & REQUIREMENT FOR AN OPERATIONAL N IFORM

FOR ARMOR CREWMEN,

This finding addresses two distinct aspects of an
armor uniform, The €irst {s safety, As the Mid-
east War demonstrated, armor crewmen are subject
to a high number of burn injuries and require pro-
tective clothing, such as the NOMEX now issued to
Army aviators, The second factor is ease of
operation. The standard {ssue load-bearinz equip~
ment provided under CTA 50-900 {s not compatible
with a crewman's duties in and around the tank,

Develop a program for early procurement and dis -
Ducbution of a tanker's unifonm.
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24, FINDING:

RECLASSIFICATION AT E6 LEVEL 1S DISRUPTIVE, LOWERS

DISCUSSION:

RECOMMENDATION :

MORALE, AND PRODUCES A TANK COMMANDER WITH LIMITED
EXPERIENCE.

When soldiers are promoted to grade E6, they achieve

a najor leadership role in their area of expertise.

If force-structure changes Or other reasons cause

their skills to no longer be needed, they are reclas-
sified. This action normally causes a delicate
leadership problem, Not only do they riaturally resist
and resent the change, but they also face an uncertain
future because there is no program to provide them with
formal schooling in their new MOS. The current OQJE/QJT
in units is not uniform and does not produce a confident,
technically competent tank commander., Reclassification
of soldiers at the E5 level will be less disruptive

and produce better armor noncommissioned leadership.
Projections of Eb6 requirements and inventories can be
made sufficiently early to allow reclassification at

grade ES.

When neclassification £s nequited, £imit this aciion
to the E5 grade Level.

(Interrelates with similar Training recommendation) .
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25. FINDING:

FUTURE RIDUIREMENTS FOR ARMOR CREWMEN CANNOT BE

DISQUSSION:

RECOMMENDATION :

ACCURATELY DETERMINED BECAUSE AR““k MOS CONTINUATION
RATES HAVE NOT BEEN DEVELOPED.

One of the tools used by personnel managers in
analyzing the current status of a CMF/MOS is Army-wide
continuation rates, Continuation rates are factors
which describe or predict how many so'diers in a
certain year-group will remain {n the Army (or in the
MOS) 1 year later. These Army-wide rates fail to
present an accurate picture ot the projected strength
status of an armor MOS, To improve the analysis
capability, personnel! managers must develop, and
revise, continuation rates by MOS,

Deteamine MOS conlinuation Aates {or aumon crewmen.
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] No issues in this process have been identified which adversely irspact 5

3 specifi~aily on the tank force. It is included here merely to maxe ibe
~ analysis or the pecsonnel subsystem complete.
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A number of personnel management system deficiencies have been

identified whichk Ho not rertain to any single functiocual area.

These deficiencies which imp-ct divectly or indirectly upon the
tank force also have Army-wide management implicatic:s.

25, FINDING:

DISCUSSION:

!
i

|M/LFefC£/J l #1) OFFIERS

31 WAdRANT OFF

THE PERSONNEL MANAGEMENT SYSTEM LACKS A WEAPOK -SYSTEM
ORIENTATIOK.

Department of the Army personnel managers focus on
Army-wide strength levels and overall MOS balance.
Their objective is to proivide personnel to fill
requisitjons, not units. The mission of assigning
soldie.s to authorized duty positions commensurate
with their MOS is the responsibility of the field
commanders.,

Commanders, however, have ro contrel cver
the resources they receive, and no central

' reo ) X -
oy ey point with whem to comminicate a* DA. Each
E 2615 enlisted MOS and vff:cer speciaity has &

{ i y o
s ENLISTED roFF.’{'EK’ | [omamron

Iu‘ucnuéi] different manager--weapons systeas have ne

. RS TRIBUTION 2 DISTHIBUTION cONrA daséE

svsréms | managers. An example of the problems this
» EURCUATION

mteoe et  weve Jeverdms . s s situation c¢.:1 create occurred whaa MOS 63C
: L Comes memr il gl s was overstrength Army-wide, but critically
t CTROE sCosencs o sonn ';"uv'/e'-wm short at Fort Hood. There, an NCO was
E . KESOuwch MGEI = PAE CPWE ) / reclassified from MOS €3C (tracked vehicle
'\\\\\ R ////, mechanic) into armor, even though armcr
~ -7 s

-
A
— s

TAWi SYSTENS
Momr ChLL

s DISTRIGUTION

e PRCF Dev

» RN INC-

s EYRL & RvMLYSIS

Figure P:19

RESOUWURCES awd FUNILTIONS

RECOMMENTATION :

@~

Sy

wae cverstrength and 63C understrength at
the ins:tallation, The lack of a centreiized
personnel weapon system orientation results
in pelicies and actions which suboptimize
personnel processes without consid:zring the
impact on the weapon svstem. This discorn-
rect betwecn pe.sonnel management and the
weapon system degrades the cembat capability
of the force in the .ield.

Equally iaportant is the requirement thai personnel
nanagement for a weapons system must cemplement and
mesh wit the other management gystems which supnoTt
the weapyi. A communications and control netwovrk mus:
W estgblished between the various runctional marage-
ment systems to focus and integrate ine processes of

these systems into & coordinated weapons-svstem approach.

A typical management office might take the form en-
visioned in fig. 2-19,

Ongardze a {ank management offdce {perdcanel’ widnin
MILPERCEN, ODCSPER, and selecfed MACOM.

(Internrelates with simili1 Logis tics aad Maragemer?t
recommendations) .
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27. FINDING: ARMOR BATTALION READINESS REPORTS ARE NOT CONSIDERED
IN _MAKING ARMOR PERSONNEL ASSIGNMENIS.

T ’1"‘!-""’"“"”(‘0“‘{.; i

DISCUSSION: The data reported in accordance with AR 220-1 does
not provide information by grade on MOS-shortages in
determining personne’ veadinecss, 1In addition, this
report is not forwarded to HQDA but combined statis-
ticelly with otner division units, Under this exist-
ing system, personnel managers receive no feedback
which would permit exceptional management techniaues
to correct problems wath reauiness implications.

i S it

RECOMMENDATION: Repoat arumorn undt personnel status {n undil readiness
neponts by 4-digit MOS; sunface battalion Level reponts

at PA-Level,
Tnternelates with simifar Trnaining recommendation).
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28. FINLCING:

THERE IS NO INTEGRATED REVIEW AND ANALYSIS CAPABILITY

DISCUSSION:

COMMENDATION :

WITHIN THE PERSONNEL MANAGEMENT SYSTEM.

Although an evaluation of the impact of a personnel
management program upon the rest of the personnel
system is accomplished whenever an issue is surfaced
or problem occurs, the personnel management community
lacks a systematic review and analycis capability.

The conflicting impacts of recruiting, reclassification,
retention, and tour lengths are not assessed in a
methodical, periodic briefing for executive committee
members, In one functiong' area, the monthly enlisted
distribution briefing serves as a forum for review and
analysis while ad hoc policy committees address some
others., There is, howaver, no vehicle or process to

bring them together cr provide functional comparisons
or feedback.

Develop a capability to evatuate the impact of conflict-
ing personnel management programs and integrate exdist-
ing systems.
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CONCLUS IONS

Personnel management is functionally oriented; its orgenizacion, zoals,
and procedures are separated by function for efficiency and managability,
This approach applies the same level of management intensity to all units
and systems throughout the Army. It works reasomably well,

e

Some weapons systems, however, are more sensitive to minor fluctvatioms in
the personnel system than others ~-- the tank weapons system is one of
these, Because of the structure of its crews and because it is a capital
intensive system, an imperfectly functioning personnel system degrades the
combat capability of the tank out of proportion with the actual number

of people involved. To extract the full potential of the tank hardware,
manpower must be precisely managed. Standards and measurements must be
applied to the combat effectiveness of the tank unit, not the functionsl
effectiveness of personnel management., Feedback and control mechanisms
are required to fine-tune the various personnel system processes as they

apply to the tank force,

Innovations and improvements in the persconnel system will have full impact
in the tank force only if they are closely integrated with the proposed
ipprovements in the training and logistics cystems. A total weapons
system approach {s essentizl in order to derive maximum benefit from

personnel recommendations.
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DEFINITIONS

ACRONYMS

ACT

ARPRINT

ASI

CAP 111

COMPLIFP

CONAF

DAMPL

EMF

i EPMS

Automated Control of Trainees System. A system which collects
dat; > enlisted trainees during the first week of basic train-
ing =ac 1t a prescribed time generates a roster of available
tre iroe- for assignment which is coordinated with CAP 1I1.

-

Arony Program for Individual Training. A deccument which contains
all training requirements cfficer and erlisted (Army), Active
and Reserve components, other Services, foreign nationals and
civilian, for all MOS and functicnal Army training courses.

Additional Skill Identifiers, The ASI is identified by a two-
digit code, & letter and a number, and identify specialized skills
that are closely related to and are in addition to those required
by the MOS/SSI.

Centralized Assignment Procedures 11lI. An actomated nomingtion/
assignment system which compares the qualitative requirements as
recorded on requisitions against available assets resulting in «
selection/assignment.

Comparison of Manpower Programs Using linear Programming, Called
the manpower program, is produced monthly and is the personnel
document for the Military Appropriation, Army Budget, the Five-Year
Defens~ Plan, Program Objective Memorandum and also determines
recruitang objectives tor the Army.

Conceptual Design ¢ the Army in the Field. A pianning model which
designs and analyzes theater forces constrained by cost.

DA Master Priority List. Prepared annually 3nd displays major
commands, activities and units in a relative order which determines
priorities for the allocation of resources.

Expeditious Discharge Program. Personnel management pregram to
eliminate nonperformers in units from 6 to 36 months service.

Enlisted Master File. A centralized data bank containing personnel
information on the current inventory of the Active Army enlisted
force.

Enlistsd P2.oconnel Management System, Current system for the pro-
fessiona! developnent of the enlisted soldiers. Key features of
this system inci.de:

- Standardized skill level/grade relationship.

- Qualificartion tests as a prerequisite for promotion to
the next higher grade.

- Five levels of training/basic combat training plus four
levels of NCOES.
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ACROINMS

FAS - Forces Accounting System. An automated multiple force system
which lists current and programmed units in the Army and {ts
associatea aggicgate strength (officer, warrant officer, enlisted).

MACRIT - Manpower Authorization Criteria. The number of direct workers
required to effectively perform a specified work activity,

MTOE - Modification Tables of Organization and Equipment. A modified
TOE to meet specific operational requirements.
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:; OPMS - QOfficer Personnel Management System. The current system for the
professional development and utilization of commissioned officers
in all branches except Medical Department, Judge Advocate Generals'
Corps and The Chaplain Corps. Key elements include:

- Dusal specialty development of officers. 3
~ Revised promotion procedures to emphasize the Army's
need for officers of varying background and career
: patterns. 3
¢ - Centralized selection of brigade and battalion lavel 3
L commanders. %
= -

PBG - Propgram Budget Guidance. Document preparaed for each MACOM and
separate activity that provides resource guidance for the upcoming
: budget cycle to include tentative funding and manpower levels.

s

Y
i

PERDDIMS - Personnel Deployment & Distribution Management System. This pro-

posed system will eliminate the current system of requisitioning for
g miliitary personnel. Personnel requirements will be determined for
all units by grade/skill based on the difference between authori-
zations and assets.

RN RS T~ MDY S

4 PERSACS - Personnel SACS. A subsystem of the SACS which contains current
ana projected authorizations by grade/MOS.

E PPM - Personnel Priority Model. Usged in CAP III to assist distribution
; of MOS shortages in accordance with unit’s relative order of priority.
3

PIA 11 - Personnel Inventory Analysis Hodel.‘ An automated data processing
model which computes MOS-training requirements.

PRA - Profected Requisitioning Authority. Requisitioning authority for
ofiicers based upon DA established priorities, requirements and
assets.

REQUEST - Automated Recruit Quota System. A national telecommunications
network capable of providing users simultaneous access to a common
data bank containing the annual Active Army and Reserve components
training programs,

11-45




ACRONYMS

SACS - Structure and Composition System. An automated system which }
aggregates the qualitative and quantitative details of a
structured force.

SGA - Standards of Grade Authorizations. Provisions for determining
the grades that can be authcrized for positions class:fied in an MOS.

SIDPERS - Standard Installation/Division Personnel Systemr. A worldwide
multicommand standard military personnel accounting, reporting, i
and management system,

SQI - Special Qualification Identifiers. The SQI is identified as a
letter and is used with any MOS to identify special requirements
of certain positions and special qualifications of personnel who
are capable of filling such positions. Examples are P-Parachutist,

] M-First Sergeant,

B P Y VTP pY

2a i a bl

SS1 - Specialty Skill Identifier. Three characters (two digits and one
letter) which are used to identify the specialty skill requirements
of a position and specialty skill qualifications of officers.

: TAADS - The Army Authorization Documents System. TAADS is an automated

5 system for developing and documenting organizational structures, :
2 requirements. and authorizations of personnel by grade/MOS/unit :
i and equipment necessary to support the assigned missions of Army .
F units. Final product is the unit's authorization documents

| (MTOE/TDA).

_ TDP - Trainee Discharge Program., A personnel management program to
2 enable commanders to eliminate nonperformers in training status
with up to 6 months service,

TDA - Tables of Distribution and Allowances. An organization established
to perform a specific mission. General requirements: part of the
fixed support establishment, subject to fluctuation, includes
civilian personnel and the:e is no existing TOE which can be
adapted to the required organization.

TOE - Tables of Organization and Eguipment. DA approved tables of
organization and equipment for each type cof unit,

T P e

KEY TERMS

Career Management Field. A managzeable grouping of releted MOS's that
provides visible and logical progreseion to grade E9.

Career Soldier. A soldier who has 3 or more years of active Federal service.
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End Strength, The-total number of people (officer, warrant officer,
enlisted) who may be on the active Army rolls as of the end
of the fiscal year.

First Termer. A soldier who has less than 3 years of active Federal
8€TVice.

Force Development Management Information System., Comprises subsystems
contafning force and authorization data which can be selectively
manipulated and displayed to facilitate management decisions.

Man-year., A man-year represents one individual in the Army for a full
12 months,

Objective Enlisted Force. A steady-state, synthetic, distribution of
soldiers by grade and years-of-service that contains suitable,
feasible, and desirable numerical objectives which:

- provide direction for orientation of personnel management
policies and procedures,
- provide standards against which tn measure progress.

Total Army Anslysis, A geries of models to develop the program force
and is constrained by manpower/doliars,

Year Group Management. A technique for the "Controlled Flow" of personnel
through time by policy applicetions in order to achieve established
personnel objectives.

11-47

|
|
3
4
%
a
:j

Ll

T TR PO

T



'mem I 3 L S Bt A - - -
A s g e -~ v . .. FOEN ..

% Forees Wonagowed Group

™




CONTENTS

LOGISTICS SYSTEM DESCRIPTION seiieccaoscssecscnseasessnsonssass 11122
FIXING ciceoeccccvssvonsvnsarosostscnconsnssccrasasnsssasassanse 111=7
ARMING ,cccecnoneansnannarscsscessacsoorsosascrensecrassvcsnnea 111227
FUELING seucecsvsossncsosnssoseoassanaesneossssssernssssssnsanne 11I-34
MANAGING tccevesoeosvasnorsrsnonrtasvsssssnnssnansnsasescscase J17-42
CCNCLUSTIONS sevesnceceacnsosccvocsvesossotsoseannssssoscananse 111=46

DEFINITIONS S P P PO L ECEDORIB NS PIITRTCLOEDOORPCEINIEIRPRGIOIOEAIEROD III’47

In-depth analyses along with further documentation and bibliography
are available and are contained in the Logistics Subsystem Appendix,
in T¥.4, office, Peatagon, Room 1AB71i.
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LOGISTICS SYSTEM DESCRIPTION

The tank is a complex, sophisticated weapon which relies on the proper
interaction of functional equipment, trained personnel and responsive
support. The tank force is highly dependent on timely logistics support
for sustained operations. Deployed tanks must be maintained in a
continuous high state of readiness, They must be capable of unrestricted
movement over a wide variety of terrain and climatic conditions.

Emphasis to provide the best possible tank to equip our armor forces

has led to numerous product improvements in the current fleet. These
improvements are designed to increase the combat capability, reliability,
availability, and maintainability of this weapon system. The XM-1

main battle tank incorporates new technology to produce a highly lethal,
survivable, and complex tank which will augment and/or eventually replace
the current fleet. The best possible logistics system must be in
operation to sustain this critical vehicle,

The Army logistical system is functional in nature and oriented toward
commodity management. 71here is neither a tank logisiics support system
nor a management structure sbove battalicn level which ties together the
logistics, personnel and training needs of the tank force. Therefore,

to determine ways to render the logistics system more xesponsive to the
tank force it was necessary to review the overail existing support systenm

structure, doctrine and procedures.

III-2
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Figure L-1
CONTINUOUS PLANNING The logistics system is primarily concerned with
AND that part of the life cycle management model
FEEDBACK REQUIRED {fiq, L-1) which starts with the deployment

nhase after production and continues until
eventual disposal.

Integrated Logistics Support (ILS) planning/implementation/feedback should
provide a tisht management link between the materiel acquisition and logistics
phases, Logistics eviluation places maximum emphasis on the operation and
support phase with special concern directed toward the key elements of

ILS: maintenance, personnel, training, test equipment, tools, technical
manuals, facilities and transportation.
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OF EFFORT ESSENTRL.. CENIRAL DiRECTION
1 OFFEItMLY. TECHNKRL CHANNEL QFFHSE

Figure L-2

The current logistics system (fig.L-2) is resource constrained in

that it must balance peacetime efficiency against the capability for

wartime effectiveness. It is functionally and commodity oriented without
significant weapon system orientation. Logistics is heavily dependent

on automatic data processing (ADP) and thus requives exacting procedures and
highly sensitive equipment to accomplish its functions. The system is
complex with varied activities requiring interdependency of effort, The
technical channel becomes diffuse in echelons above division. Central
direction is difficult to achieve,

N al i
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The Army logistical system has proven adaptable to the varied demands of
worldwide operations, but at a high cost, Criticism of mission accomplish-
ment is always possible because of the magnitudc of the force sustainment
task. Managers of the logistics system have constantly attempted to ;
best use the allocation of available resources and to exploit state-cf- 3
the-art technological gains. Application of ADP techniques have permitted
more precise management and more rapid processing of supply requirements,
ADP has also permitted manpower savings and reduced inventories, but it
has also surfaced questions as to its combat sustainability.
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The establis.ment of three theater-oiiented CONUS distribution d:pots has
significantly reduced processing tine for supply of DARCOM and DLA parts,
An air line of communication was placed in operation on 1 January 1977

to airlift repair parts to USAREUR rveducing the average order and ship
time significantly, The DARCOM "Riod Team Assessment'' of tanks has been »
valuable tool in evaluating the hardware and support system.

The actions noted above suggest that when logistics management is

focused on shortcomings, viable solutions are pessible. The logistics
system operates best when attention can be focused on key areas, It follows
that focusing logistics atiention on the tank will maximize support for

this weapon system.

Doctrinal Requirements

Doctrine states the only meanirngful measure of combat service support
effectiveness is the percentzys of battlefield operable weapons
systems at any given time. [Logistics must be organized to focus on
those few primary weapon systems which are crivical to success on the
battlefield. Supplies, support and weapons must b~ concentrated at

eritical places and times,

Influences on Logistics

Before focusiag an analysis on ways to make the logistics system more
responsive to the tank weapon system, it was necessary to look at the
influences on logistics, Major infiuences

INFLUENCES include funding constraints, introducticn of
N new equipment, and numerous ongoing doctrinal and
LOGISTICS technical studies/projects which will change the

system and its environment,

One important influence is that of constrained fund. . which causes
decisions to be made to limit resources placed into the system, The need
for peacetime efiiciency drives logistical
FUNDING organizatjor, policies and procedures. It also
CCHSTRAINTS presents the commander and logistician with the
serious and continuous challenge of balancing this
efficiency with the need for maintaining a capability for wartime
effectiveness. A clear example of tinis dilemna is the readiness goal which
seeks a unit wartime effectiy 'ness potential of at least 90 percent esquip-
ment operability from a peace ime conctrained logistics system that supplies
resources at something less th.n 90 percent, Eguipment operational ieadiness
rates become more ¢ifficult to sustain as the ratio of equipment to personnel

increases,
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NEW Between 1978 and 1985 the Army will field the

EQUIPMENT grcatest quantity of new equipment sirce World
War II and perhaps may even surpass that. Introduction

of the MICV, ITV, XM1, ASH, UTTAS, AAH, PATRIOT, etc., will cause increased
logistical workloads and must include new techniques, procedures, and
doctrine. The US Army has become a capital intensive organization. There
i¢ now seven-tenths of a major system for every svldier in the deployabie
force. The influx of 3 multitude of expensive, complex weapons systems
in the near future will increase the equipment devendency.
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Figure L-3

Numerous ongoing studies and projects describe a

STUDIES
AND non-stable training environment (fig.L-3), Decisions
PROJECTS based on these studies will have a profound impact on

the logistical organization and its procedures, These

must be meshed with the current system already operating in a highly

dynamic environment. Some of the more important projects are the Division
Restructuring Study, Restructured General Support, Direct logistics Support,
Reliability Centered Maintenance, Wartime Repair Parts Consuwmption planning

guides and the Munitions Support System Structure.

The Systems Approach

Development of the full potential of critical weapon systems suggest that
the functional orientation of the log1st1cal system be subordinated to
weapons systems management. The Army's logistical system does not exist
independently, It is inextricably dependent upon budgetary guidance from
Congress and 0SD, planning guidance of the Army staff and major commands

and daily dec151ons of operators and mechanics. It is also highly dependert
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on interrelationships with the personnel, training and development systems,
This interrelationship-provides a stabilizing, positive influence but can
also cause a degradatién in the effectiveness of the logistical system when
not in proper harmony. For example, when adequate numbers of properly trained
personnel are provided and whe: equipment is acquired which is designed

for reliability and ease of maintenance, then logistics is well on the
way toward successful mission accomplishment. Conversely when this support
is not forthcoming from the personnei, training and development systems,
the effectiveness of the logistical system is considerably reduced. Each
area of logistics whichk is examined must be evaluated not only in terms

of adjustments required of that system, but also of those required of

tne other interrelated operating systems. This systems approach is
necessary to adequately understand logistics and its role in providing
support for the tank forces,

The ability of the present logistical svstem to focus on the tank to
maximize its combat potential is severely limited. Four principal areas
of operation - FIXING (to include Class IX supply), ARMING, FUELING and
MANAGING - were examined to determine the means of achieving a more
intense focus,

FIXING

The FIXING or supply and maintenance system involves both wholesale and

Gumsre? @@@\
D

MARINTENANCE

COMPLEX
COMPUTER
DEPENDENT
SYSTEM

Characteristics.. N
+ FUNETIONALLY ORIENTED ¢ ADP SYSTEM DESENDENT -t AR
*» DS REPAIRS FOR USER ¢ DEMAND OASED STOLKAGE BRE A K.
*GS REPAIRS FOR STock o OPERATE TO FAILURE, PRMARILY DowA
» REPAIR RLCOMPLISNED IAW MAC ¢ INITIAL ERULT DIRGNaS:S AT LOWEST LEVEL
® MAINT L CLASS X CO-LOCATED ® ACTIONS AT LowEST LEVEL JOWVE SYSTEM
Figure L-4

retail logistics doctrine and procedures. The maintenance support structure
and the emerzing wmateriel management centers are highlighted in fig, 4,
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It includes the Direct. Support System (D8S) which provides repair
-parts supply support from the theater-coriented
COMMANDER's depot direct to divison and corps areas, The

READINESS division maintenance battalion provides “one-stop"

COAL IS tank maintenance service. The lower command echelons,

100% battalion, brigade, division know the readiness

status of their tank force. At echelons above division,

tank maintcnance responsibility becomes diffuse, The most jmportant catalyst
for the FIXING system is the commander's perceived readiness goal which is
one hundred percent operational ready every day,

THE BUKERS EAINGRAVEN
OPERATIR

WHOLESALE
ECMELON
MECHANIC INTERMEOQIRTE
ECHELON

bi1Rget SuPPOR
USER ECHELON

- aey, EF ras oys e

Figure 1.-5

The actions of individuals at the lowest ievel - the operator, the organiza-
tional mechanic and the PLL clerk drive the FIXING function (fig L-5).
Supporting organizations respend based on the stimulus ge the system
initiated by these individuals who are the lowest rank and have the

leas™ training ard awareness of the systeu.

LOWEST LEVEL The operator must ensure prorer operation, perform

INPIT DRIVES basic preventive maintenance services ard properly

THE ENTIRE : detect equipment failnres. The improper completion

SYSTEM ... of these tasks can cause serious disruption in the
FIXING system and can lcad to operational mission
failure,
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To support the operator, the organizational mechanic must conduct fault
diagnosis when equipment failure cccurs. If the wechanic's diagnosis

is incorrect or the repairs are poocly accomplished, the repair system is
stimulated unnecessarily and its actions are improperly oriented.

The FLL clerk's actions are the basis for the Army system of demand-based
repair parts stockage. Improperly completed, these tasks not only

cause erroneous Stockage throughout the system, but may prevent a critical
wezpon system from being maintained in an operational ready status for

want of an essential repair part.

CIR FPoRMARD

SPT TEAMS

S

By T s | NUST FIX FORWARYD
| T Orgamic, mamlenanc.e
! JOX == . first on soeue
! Comrocr % o res Fud SPTMAINT. CO.
| ‘ cwamEnTES O | © EXrENDS FORWALD

X<\ @ cowvrecr Teams
RUSMENTE? BY

@ 0w REAR ELLNENTZ OR...

(D LokPs G5 PELSOMVE :
XXt FROVIPING R...
UNISIED
ForRu nep
THRUST
FM 100-5, pg 12-7
Modified by above)

k ~ XXX ﬂx"}
Figure L-6 1
: DOCTRINE The FIXING system must be oriented in a FIX FORWARD i
: REGJIRES pattern (fig. L-6). Support functions critical to 3
? FIXING battle must be conducted as far forward as possible. 5
;i FORWARD Support must be provided quickly; highly skilled i
; technicians must Be transported to points where ;
L their expertise is needed. i
i
1

Lipmitations in the FIXING system which impact unfavorably on the attainment
of the maximum comhat potential of the tank force are presented in subsequent

% paragraphs along with recommendations for system improvement.
A
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1. FINDING:

DISCUSSION:

RECOMMENDATION:

FIXING Findings

TANK DIAGNOSTIC AND MAINTENANCE TASKS TOO OFTEN
EXCEED LE ABILITIES OF THE SOLDIER WHO RECEIVES
FUNCTIONALLY ORIENTED, MULTI-SYSTEM TRAINING, -

The diagnostic and maintenance tasks for tank
eguipment often require skills beyond the general
training entry level soldiers receive on a wide
variety of equipment. The arwor battalion is
now autherized about thirty different vehicles
which the track vehicle mechanic is expected to
maintain. Armored cavalry squadrons contain

even more equipment. The maintenance experience
base has been ernded due to years of career
progression/development primarily by on-the-job
experience/on-the~job training (QJE/QJT) and
present low retention rates of qualified mechanics,
The first term soldier finds he must attempt to
maintain this wide assortment of vehicles with
poor entry level training followed by little or
no backup expertise in the wmit.

The large quantity of highly sophisticated equip-
ment which will be introduced into the Army
inventory during the next few years will further
exacerbate this situation. For example, the
M60AS tank which Is roughly the 10th gemeration
of the basic post WII tank. is now being
considered for fourteen product improvements which
incorporate technology gained from the XM1 program.
This rzpid addition of new technology requires
significant additional technical expertis: to
insure operational and maintenance proficiency,

Provide maintenance and Auppiz personnel with
system specific training at the initial entry

Level with conresponding professional developmens
adiring.

(Interrelates with similan Training recommendation.)
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2. FINDING:

DISCUSSION:

REQUIRED
SKILLED
PERSONNEL
NOT
AVATLABLE

RECOMMENDATION :

INADEQUATE TOE PROVISIONS FOR SKILLED SUPPORT

PERSONNEL A TTALION LEVEL OQUNDED
BY CURRENT LOW MANNIﬁG LEVELS, PRECLUDES

§RiISFACTORY OPERATION OF fﬁTENANCE AND SUPPLY

RESPONSIBILITIES.,

The current TOE provisions for skilled maintenance
personnel at company and battalion level militates
against successful accomplishment of the mainte-
nance mission. The manpower authorization criteria
established in AR 570-2 are outdated and dv not
accurately reflect requirements of an anticipated
intense combat effort.

To maintain an acceptable operational readiness
posture armor unit commanders need 100 percent
assignment of low density support MOS's, Yet,
the percentage of turret mechanics assigned in
USAREUR divisions is slightly above 50 percent,
Track vehicle mechanics are somewhat better with
about 70 percent assigned, Skill level one
graduates of TRADOC mechanic and supply courses
are basically apprentices who must receive
additional training in their first unit assign-
ment in order to reach acceptable mechanic
proficiency. The absence of skilled supervisors
further compounds the problem as entry level
mechanics are subject to several repetitions

of ineffective OJE.

Mechanic frustration with the maintenance career
management fields is clearly indicated by current
Jow first term reenlistment rates (track vehicle
mechanie, 63C - 17%; M6&0Al turret mechanics,

45N - 13%; Sheridan turret mechanic, 45P - 11%;
M60A2 turret wechanic, 45R - 8%),

Increase availability of skilled suppoat personnel
at aamon company/battalion Level by:

Validating Manpower Authorization Caiteria

(MACRIT) factors o provide a4 mone 2ccunate
base §on minterance marpower authori{zation.

Improuing pencentage bf &L of Low density
suppont MOS's in anmor undils.

In'piw technical compelency of dupport
onnel through system specific training.

(Interrelates with similar Personnel and Taainding
recormendations.
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3.  FINDING:

TECHNICAL DOCUMENTATION POK TANK SYSYEMS IS

DISCUSSION:

COMPLCX, OFTEN INCOMPLETE AND NOT READILY

COMPREHENSTBLE TO SUPPLY AND MAINTENANCE
PERSONNEL.

Current technical documentation does not adequately
support maintenance of the tank force., Each year
the Army becomes more equipment intensive and
dependent upon more sophisticated materiel. Product
{mprovement programs continuously incorporate
state-of-the-art changes to improve performance.
Tachnical instructions have, of necessity, become
more complicated for both operator and suppert
persornel, While it may be possible to impzove

the individual's ability to read such complex
technical documentation in the long term, a more
direct approach is to simplify and improve the
readability of the text through a front end
analysis of tasks to be accomplished and step-
by~step elaboration,

Diagnostic operations normally require fmmediate
and constant reference to the manuval, The short-
comings of today's TM's were clearly indicated by

a Department of the Army survey thac diasclosed

that 30 percent of a sample group of 118 track
vehicle mechanics incorrectly diagnosed mechanical
malfunctions. In & test conducted at Fort Carsom,
35 percent of the generators, regulators, alternators,
distributors &nd starters vreturned as unusable were
actually serviceable, Similar evaluationz were
recorded during visits to other armor units in
CONUS and in USAREUR. This situation reflects not
only inadequate technical documentation, but also
shortcomings in the training system. Better
technical documentation will improve the performe
ance of the mechanics and parts clerk,

Among promising initistives which address technical
documentation is the Integrated Technical Documen-
tation and Trafining (ITDT) project. A comparison
of conventional documentation with ITDT is shown

in fig. L-7.
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® IS VOLUMINOUS.
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RECGVMENDATION:

Figure L-7

It is recognized that ITDT is expensive and

will increase the volume of instructional material
significantly; however, the long term benefits
derived from improved docimentation will more

thar offset initial developmentsl and publishing
wsts.

TRADOC has requested ITDT te developed for all
current and future equipment developnert programs,
Existing contracts address tank turrets and diesel
trucks, Application of improved technical
docusentaticn to all vehicles of the armoxr force
will maximize maintenance performance,

Provide improved technical documeniotion for tanks
anc suppertina vehicles and equipment of the tank
battalions and cavalry squadrons.

(Inzerrelates with similan Traaining recommendations.)
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4. FINDING:

THE CURRENT SYSTEM OF PROVIDING REPAIR PARTS

DISCUSSION:

IS MARGINALLY ADEGUATE IN PEACETIME. IT IS
UBTFUL THAT IT CAN PROVIDE RESPONS PORT
TO WARTIME ARMOR OPERATIONS.

The objective of maintenance operations must

be to attain the highest state of equipment
readinress prior to outbreak of war and to

insure the sustainatility of the force durirg
the first days of the war. There are several
major limitations in providing responsive repair
part support for wartime operations.

Class IX (repair parts) processing is heavily
deperdent on continuous ADFE operation. A
recent Maragement Information System (MIS)
seminar concluded that the logistical MIS will
provide only marginal support for a “'come as
you are" war. The DMMC, responsible for Class
IX maragement in the division, is inadequately
staffed for wartime operations. The Standard
Army Intermeciate Logistics Systems (SAILS),
while acceptable for peacetime, is incepable
of supporting the Iarger wartire corps oh an
active battlefield.

Reliance is now placed on the Direct Support

System (DSS) with minimal overseas stockage. This
has placed a greater premium on availability of
necessary stocks in the division snd 2 greater
dependence on theater reserve TR 1 and TR 3 steocks
(Theater 1 - overseas positioned, and Theater 3
CONUS positioned) for follow-on consum tion in

the event the line of comnunications is interruped.

The mobility of divisional ASL and FIL stockage
is currently inadequate, Purposefully designed
and dedicated repair part carriers must be
auttorized to divisional units to insure Jozical
storage and rapid movement of combat stocks.

Jurrent PLL/ASL stockage does not accurately reflect

true combat needs because it is based on peacetime
usage constrained by funding ccnsiderations. Existing

111-14
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RECOMMENTATION: .

procedures permit retention of mission essentiasl
parts, but there is no universal spplication or
commonality of parts stocked for this purpose.
The adequacy of this stocksge is further degraded
by merginally effective PLL clerks. The end result
is that the positioning of repair parts, to
include DX compcnents and rajor assemblies, does
not appear commensurate with the doctrinal concept
of forward tank maintenance. A semi-standard
stockage basecC on Wartime Kepsir Part Consumption
(WARPAC) and/or Combat Damage Assessment Model
(CODAM) planning guides appears to have great
applicability in assuring availsbility of repair
parts to perform wartime mission essential
operations,

Responsive repair part supply must be initiated with
each customer requisition. Present user confidence
is low. Too many requisitions are rejected, are
placed in management suspense, or end up as a

"no rec..d" transaction.

Review cunrent nepair parts (PLL/ASL) concept
as it applies to the tank fonrce and devebop ways
o simniidy and improve neadiness for wan,

Exzlore new procedunes in an cpen-ended review which
considers :

Wartime susitainabilily of MIS operations.

Validetion of Wartime Rerair Farts Consumpiion
Planning Guide (WARF...) and Combat Damage.
Assessment Model (COTAM) for all tanks, anc use
of these ouides Lo develuvp semi-standard PLL/ASL
and war, reserve, TR and TR3 stockage.

Desineabilituy of shipmert and/on prepositionir.g o4
"push" packages of tank essential repain parts gon
emengercy puaroses.

Methods used Lo thanspoat PLL/ASL in the theaten
and dedermine allexiatives o {nclude desdgn

of dealcated PLL/ASL wehicles to provide mobilitu
and facilitate rapid Location/identification of
Aepadr pornts,

(Interrelates with aimitar Personnel and Traiming
recommendations. )

I111-15

) o i e i

inbast

o ki e

AhL i Zencakior

Clamhiid D




RS L oniRr Ul Eadet M- RSN LA RS

5. FINDING:

UNCERTAINTY EXISTS AS TO THE MOST EFFICIENT

DISCUSSION:

ORGANIZATION PCR TYE CONDUCT CF MAINTENANCE
IN TEE ARMOR BATTALION.

Many variables such as facilities, personnel and
skills availability, physical location of units

ard relative imminence of war all impact on
developrent of a "standard" maintenance organization,

Current maintenance structure within armor
battalions makes the company commander responsible
for the raintenance posture of assigned vehicles
anc equipment and for the accompanying
administrative supply/paperwork. The battalion
conmander has a backup capability through use of
battalion maintenance platoon personnel.

Some units have reorganized their maintenance
activities into a single maintenance adeinistration
center (MAC) with compary maintenance personnel
placed under the operational control of the
battalion maintenance officer (BMC}. The BMO

is responsible for the supervision of mainterance
related administrative tasks and the maintenance
operations. Company mainterance persornnel remain
on company TOE's and compeny commenders retain
responsibility for the unit raintenance posture.
The MAC organizaticn is designec to reduce the
maintenance administrative burden of the company
commander and provide the battelion commander more
management {lexibility in use of his maintenance
workforce,

The Division kestructuring Study (DPRS) maintenarnce
concept continues the trend of reroving maintenance
responsibility fror the company commander, The primary
objective of this maintenance thrust is to free

the compary commander of all responsibilities except
for those concerned with the tactical employment

of his weapon systems. DRS removes all maintenance
personnel from line companics and creates a separate
maintenance company for the battalion. The line
company comnander maintenance responsibility is
limited to operator/crew sctivities, The maintenance
correry conmander becomes responsible for the
maintenance posture of the btattalion, ¢ Additionally,
he is msuthorized to perform limited D5 maintenance,
therety shifting the xepair emphasis forward.

ITI-16
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RECOMMENDATION :

Test orgarizational maintenance concept that
calls for a maintenance company which 48 orgenic
Lo battaliorn with no maintenance Aesources
organic Lo the Line compary,

(Tnterrelates with similan Personnel and Training
recomendations. )
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6. _FINDING:

DISCUSEION:

DIRECT SUPPORT MAINTENANCE ORCANIZATIONSDO NOT
FACILTTATE THE FORNARE REFAIR MISSION.

To implement forwarc repair concepts at the
direct support (DS) level requires significant
doctrinal, organizational, equipment and supply
policy changes,

Greater flexibility and autonomy in the operations
of the maintensnce support teans are needed. This
requirement calls for an increased commmications
capability for more responsive control and move-
merit of the teams from work site to work site on

the battlefield, The two radios currently authcrized
in each forward support mainten.ace compary cannot
provide this control. The communications capability
of thc heavy meintenance company is similarly
deficient. Th2 doctrinal soluvtion to this challenge,
which requires the maintenance unit to use tactical
radios of the combat unit, is not feasible when

that unit is engaged in active combat operations.

Surport teams 1equire a high mobility vehicle
offering some protecticn or the battiefield,
The currently authorized S-ton shup van is
inadequate for the operation of msintersnce
teams in forwarc areas; it lacks both the
mobility and armor protection required,

Forward maintenance and recovery must rely heavily
on field expedient repair and cannibalizaticen
operstions, These subjects are not clearly
defined in doctrine nor are they taught in
sufficient deteil to maintenance personnel.

The DSU personnel operating in maintenance support
tean, must be able to make repid, accurate diagnosis
to determine what repairs are essential, where

they can be effected, and the time reyuired to
accomplish ther, These individuals musy be trained
and orgarized to spproach the weapon system as a
single system. This requives » weapon system
orientation anc the aveilabiilty of "master msechanic"
perscnrel who are, in fact, experienced in all
aspects of tank maintenance,
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RECOMMENDATION:

Support of combat operstions igc highly time
dependent, i.e., repairs must be completed

rapidly to return tanks to battle and’/or prevent

the loss of the vehicle, Cannidalizatior will

be used where appropriate; howvever, changing of IX
components and major asscmblies mst be extensively
utilized with repair of the components or assemblies
being accomplished off the batitlefield to the rear.
Currently, stocks are inadequate to maintain this
type of combat support cperation.

Reorgonize direct support w.its o:
Achieve optimum communication capabilily.

Frovide suitable vehicles for fouwarnd repain
naintenance suppont team operations.

Facilitate §onwarnd recovey, cannibalization
and nepain operations,

Poumit weapon system organization within the DSU.

Provide for adequate mafon artembly and DX
components 1o support fowward repair concepls.

(Interrelates with saimifarn Pernsonvel and Trainding
recommendations.)
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T. FINDING:

SUPPORT ORGANIZATIONS IN ECHELONS ABOVE DIVISION

DISCUSSION:

G5 URITS
ARE NOT
WEAPCRE
SYSTEM
ORIERTED

RESERVE
COMPONENTS
PROVIDE 65%
OF USAREUR
WARTIME GS

DO ROT EAVE A WEAPONS SYSTEM ORIENTATION AND
LACK TuME ABILITY TC )CUS SUPPORT ON THE TANK FORCE.

The current general support (GS) capability lacks
the £bility to focus priority support on the tank
force. Corps Class IX support is not integrated
vith maintenance, and stockage is limited to

RORS demands and mission esseniial items. The
@iffuse orientation of the GS role in USAREUR

has grown with the reduction of the tooth-~to~-tail
ratio.

The Restructured General Support (BGS) concept
currently being evaluated at Fort Hood slould
provide ansvers as to the most effective physical
organization for weapon syster support. The
COSCOM Armor Support Battalion will provide a
"one-stop” tank servicing capebility at Corps
level through the integration of maintenance
skills, repair parts, major items and recovery
assets, The unit will be trained and equipped
to focus efforts during combat on a forward
fix capability.

Over 65 percent of the wartime logistical suppori
in echelons above division will be provided by
Reserve Component (RC) forces. Through affiliation
of these RC units with c¢verseas organizations and by
transporting them to Europe for two w2ek annusl
treining, improved deployability and significant
cperational readiness benefits can be realized.

For example, heavy equipment maintenance companies
co~ld perform mission support maintenance in
existing overseas facilities to repair unserviceatle
tank assets destined for theater war reserve stock-
age, Personnel would gain meaningful training and
an avareness of contingesncy areas of operation.

A significant mumber of support units would be

in Europe to immediately assume a mission in the
event of hostilities., Other benefits may be
anticipated in the areas of enhanced morale,
retention rates and initial enlistment incentives.
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OVERSEAS
RESERVE
TRAINING
. PERMITS
MISSION
SUFPORT
. PROVILES
MEANINGFUL
TRAINING
« IMPROVES
DEPLOYABILITY
. ENHANCES
MORALE

Figure L~8 is netional in concept., The number

and type units identified in the chart could be
training in Europe during the morth indicated.
Thus, should war start in any given morth, reserve
units would be in theater and in arn operational
status,
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Figure L-8

USAREUF. currently plans tou accomrodate annual
training of 44 RC units and estimates a buildup
tc 250 RC units training in Evrope by 1983. The
merits of this program are such that expeditous
action should be taken to accormcdate European
training of all 250 units in the 1979 time frame.
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RECOMMENDATION:

Reonient the generat suppont structure 2o forr

an organization capable of "one~stop" weapon

dusiem suppont, with the mission and capability

1o focus on forward area repain.

Develop plans fon affiliation 04 Reserve Component

;cupponcf uténu;a % overseas gencral support forces
in e providing for annual training of Lhese

units 4n USAREUR, ¢

(Interrelates with similar Training necommendation. )
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8. FINDING:

e
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CURRENT RECOVERY DOCTRINE IS EITHER NONEXISTENT OR

FRAGMENTATED: RECOVERY EQUIPMENT AUTHORIZATIONS ARE
OF QUESTIONABLE ADEQUACY TO SUPPORT ARWOR COMBA

OPERATIONS.

BY NATURE,
RECOVERY
OPERATIONS ARE
DECENTRALIZED.
DOCTRINE MUST
ADDRESS THE
NEED FOR
CENTRALIZED
CONTROL

EATTLEFIELD

DISCUSSION:

Figure L-9

Development of recovery doctrine has not kept

pace with the changing concepts of forward
maintenance repair. Battlefield recovery

doctrine is either outdated or virtually
nonexistent, There is no guidance for

prior.ly support to a covering force operation,
Recovery operations must rely on a unique

blend of centralized control and decentralized

use of recovery and evacuation resources (fig L-9),

The "fix forward" concept infers a greater need

for recovery and evacuation vehicles if timely
recuovery and repair is to be completed., The number
of heavy tank Tecovery vehicles (M-88 VTR)

and heavy equipment transporters (HET) at division
and corps appear inadequate. Additional review

is necessary to develop recovery doctrine in
support of covering forte operations, and to
determine the optimm avthorization of VTR!'s and
HET's within divisional units and in echelons above
division to facilitate forward repair/recovery

operations.
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RECCMMENDATION: Conduct a system review of recovery doctrine and
procedures Lo:

Update recovery doetrine, and

Iderntify the optimum combat e?ﬁemve mix 0§
Heavy Equipment Transporters (HET) and

Vehicle, Track Recovery (VTR) Lo be employed at
battalion, division and conps Levels.

S TR [ RRRRTES, JRETTHITET By A D i e Sa i S A A
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9. FINDING:

THE CURRENT SYSTEM FOR LOGISTICAL SUPPORT OF THE
ARMORED CAVALRY REGIMENT (A D

AND RESPONSIVENESS, HAS LIMITED CAPABILITY TO
PROVIDE ESSENTIAL SUPPORI, AND LIMITS EMPLOYMENT
FLEXIBILITY.

ALR WeLds
PERICATED LOCIARICE SUREORE

CURKENT
ALER
SUFroR T, .

Tiadeguore

gl

DISCUSSION:

RECOMMENDATION:

oo s et

PO F T

| o

THE ES@
I 23225 FEKRSONNEL
VSELECTED EPuIP
OVELATIING 62 ARAAVE
* 5! TANKS
« VARIED +315 TRACKED eA®N.
252 GOERS
> ¢ ?::UTN A 0265 rRuLKS

s 18 TRRILEWNS
¢ /T /85 nam HOW.

BOVER cra VTR
GREAT e 204 RIELES
DISTANCES I ¥ MSTOLS
e 302 SUBMALNINE GUNS
Figure L-10

Currently the armored cavalry regiment obtains

DS support from COSCOM units which also provide
support to other corps area units, This arrange-
ment lacks responsiveness, offers limited capability
to provide dedicated support, and reduces flexibility
of the regiment's employment (fig L-10). The
USALOGCEN is currently evaluating a support squadron
which is designed to resolve this shortcoming., This
squadron will provide organic DS materiel management,
supply, maintenance and transportation capability

for the regiment,

Expedite activation of an organic support squadron
20 provide dedicated Logistical supporl Lo the ACR.
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10. FINPING: THE CURRFNT TECHAICAI ASSISTANCE CHANNEL IS

RIEN A I TY
OF ORGALIZAT]OA AND 1S LIhITED TN COFESIVE-
NESS RT 1IN SUPrCR K .

DISCUSSION: DARCOM's ongecing internal reorientation to
weapon system maragement is an essential
elezent in iwmproving support to the tank forces.
TECHNICAL CHANNELS The current technical assistance channel, key to
ARE NCT WEAPON projecting the readiness commard to the fiela,
SYSTEM ORIENTED continues to require improvement. It curiently
lacks weapon syster orientation, vniformity of
organization anc consistency of operation.

The Direct Legistics Support (DLS) concept,
being evaluated at Fort Hood concurrently with
the Restructured General Support (RGS) concep?,
addresses needed logistic improvermentr. There
is concern that DLS will rely on a commodity
orientation only and not result in a more
positive weapon system orientation for critical
systems like the tank, Implementation of thic
. concept must include establishment at each
DARCOM Lcgistics Assistance Agency (DLAA) of

a “tank cell,’ which has the responsibility of
lookirg at the entire tank weapon system.

RECCMMENTATICON: Establish a nesponsdive, pocitive techmical
charnef to prcvide guidance and 1o recedve

Y feedback on tank supporl mallers.

] ' Activate in selected DARCOM Loalstics Assistance

4 Agercy (L1AA} a "tank c:fl" which has the

‘ nesporsitility of Looking at the entinc tank
syster,

: (Interrelates with similan Personnzl Aecommendation. )
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ARMING

ARMING the tmnk force requires from 120 to 80O STONs of main gun
apmmirion per armor division per day. The future battlefield prouises
even higher ampunition resupply rates. A large transportstion require=-
ment exists to mwove this bulk cargo from entry ports to the ultimate
user, Efficiency &nd expediency dictate this cargo be handled as in-
frequently as possible and it arrive at the user in as close to a "ready

to fire" condition as possivle, Characteristics of the ARMING system are
shown in Figure L-11.

ARKING |
I *-—glrﬁaj.T—.‘]sz‘aTL’—L“‘:)

123 mml

ol Auwp [ MO PEPICATER lmo; ANk BATTRIONS NVE €
gg._ pred i.mqatraﬂrm‘ E-Tox BoL & SRS YL ARIES
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aractoristies.

CFUNETIONALLY MANAGCED RATHIN LOGISIK'S SYSf€M

VLREGCE TRANSPCLINIRON REQUNEHENLE .. BECAVEE
CF NIGH ELPEND IuLE #RTES

s WEQUIRES MNE FOX BULR NANDLING

s SUPRLY POINT DISTRRUTION FPOR® WEING UMW TS

CEITCNSIVE PACEAGING FO PROTECTON (2 TONS
Al = 1 TON PRCEAGING)

o P "N

Figure L~-11

There is a aeed for substantial quantities of material handling equipment
(MHE) at many points in the supply system. Current doctrine requires
supply point distribution for combat units.

AMIUNITION Tank battalion ammumition supply vehilcles
SUPPLY IS must travel 50-70km round trip to a corps ASP.
NOT USER

ORIENTED Packaging of ammunition has tradicionally been

extensive with as much'as fifty percent of the
weight attributed to packaging meterials. This method of packaging has
been necessary to provide protection for a product vhich is normally not
provided covered storage and which normally requires storage for extended
periods.
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Ampunition packaging is a sub-element of the funding preograz for develogp-
ment of new items of ammmition. Since 1973 the only funded exploratory
development for ammunition packaging has teen for fire retardant packaging
materials., In the past five years there have been ne RUTF funds (6.2)
expended for user-oriertcd (reduction of weight and time required to
unpack/reload) ammmmnition packagirg.

Accomplishment of rearming operations is ncrmally performed ‘bff-line,”
even in combat situetions. This is necessary because it requires
dismounting anc exposure to hostile fire of both tark and amurition
supply personnel for periods of twenty mirutes to two hours,

Ammuriition supply is a functioral, commodity-oriented system essential
to combat operaticrs. Previding armurition "when and where' nzeded by
the fighting force requires extensive mcvement and managemert coorcinaticn
and specific command contrel. Although the present amrunjtion supply
systen is basically sound, there are several areas that require
improvement if the Army is to realize the full combat potential cf

arnor forces. These areas include developrent of a tank rearming syster;
charges to ammunition unit structures; and other improvements relating
to storage, transportation, rairntenance, and procurement of amnuriticn
items. Findings and accompanying recommendaticns are discussed in
succeeding paragraphs,
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11.

ﬁHING Findi ngs

FINDING: AMMUNITION PACKAGING, UNIT AMMUNITION VEHICLES,

HATERIAL HANDLING EQUIPMENT AND COMBAT VEHICLES
HAVE BEEN DEVELOPED INDEPENDENTLY, RESULTING IN
A MANPOWER INTENSIVE, TIME CONSUMING, REARM
OPERATION FOR ARMOR FORCES.
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DISCUSSION:: Packaging of ammunition has remained relatively

UNIT VEHICLES...
NO ARMORED PROTECTION

TANK BATTALION MHE,..
MANPOWER, NO° MATERIEL

unctanged since tanks were invented--the standard
two-round wooden box for tank ammunition looks
exactly like that used for 75mm artillery ammuni-
tion used in 1915. Packaging has been designed

tor considerations of safety, extended storage,

and above all, 8 cost-effective design based on

vort loading and unloading, sea shipment and

material -cost criteris. This situation results in

a4 time-consuming, off-line tank rearming procedure
(fig. L-12). A basic reason for this procedure is
the degign characteristic of the tank that requires
rounds to be singly hand-loaded through the top of
the turret. Also dictating off-line rearm pro-
cedures are the requirements to remove rounds from
pallets, then from wooden boxes and finally from a
fiber container, an entirely manual, manpower in-
tensive time-conauming operation. The resulting pile
of refuse makes position concealment aifficult if not
impossible

The US Army has no armored rearm vehicle for use in
forward areas during combat situations. The future
battleficld will likely be & high intensity environ-
ment with extensive enemy artillery fire throughout

the area, making ammunition resupply a difficult

matter, This intensity of combat will require that
resupply be accomplished frequently, in battle positions
and during the battle,

The USALOGCEN is addressing the armored rearm vehicle
requirement; DRE will evaluate the use of a modified
Ml113 APC as a short term alternative for an armored
rearm vehicle.

Tnere are insufficient quantities of proper!: designed
MHZ currently available to support wartime requirementsg
for the transportation of ammunition. Ongoing procure-
ment actiong of commercial equipment ghould overcome
most of these shortages by FYB2., There remains, how-
ever, the requirement to develop military MHE as a

part of a total tank-arming system.

Bt T e L i o it N 2. R M

There clearly exists a need to develop a total tank
arming system which addresses packaging, vehicles and
MHE that minimize handling in forward areas and ex- !
pedite rearming at the tank. Past experiments have !
shown that a 64 percent time-saving car ha achieved !
if ammunition arrives at the tank stripped of all
packaging. The problem is to ensure that tank ammuni-
tion is delivered tn the tarks in & protected, safe
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RECCMMENDATTON:

configuration, capable of rapid transfer to the tank,

Development of an improved ammunition supply/resupply
system was directed by the VCSA on 24 March 1977,
DARCOM, in coordination with TRADOC, has started a
system review of tank, artillery and infantry re-
arming systems with completion date scheduied for
July 1977,

Conduct a aystems neview of Class V supply which L&
usen-oniented ard extends from the tank Lo the factory

Direct efforts 2oward development of a user-ondiented
sustem that will neduce:

Personnel exposure,
Time requinad o reanm aumon wnits, and

Packaging materials awndiving at front-Line
locations.

{Intenselntes with simifar Personnel and Training
necommendations. )
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12, FINDING:

CURRENT AMMUNITION UNIT STRUCTURE AND DISTRIBU-

DISCUSSION:

AMMUNITION SUPPORT
STRUCTURE INADEQUATE

EXCESSIVE TURK
AROUND TIME

RECUMLENDATION:

TION DOCTRINE ARE INADEQUATE TO SUPPORT COMBAT
OPERATIONS,

Although current ammunition unit structure and support
capability have remained virtually unchanged since
World War 11, consumption in the forr of rounds per
tank per day has increased significantly. Rates for
other svstems, particularly artillery, have increased
even more. Projected rates of expenditure for con-
ventional ammunition have increased fourfold over
those recently projected for planning purposes.

Accordirg to a drat report from the US Army Missile
aad Munitions Center arnd School (USAMMC&S), Munitions
System Support Structure (MS3), the capability of
ammunition units to sustain operations falls far short
¢f requirements. This report addresses those short-
comings and proposes iuprovements. The DRS evaluation
also &ddresses this situation and recommends the addi-
tion of an organic ammunition-handling capability
within the DISCOM.

Doctrinally, ammunitien dig distributed te units ueing
supply point procedures. The tank battalion, using
the GOER vehicle for ammunition resupply, has an un-
ascceptable turn-around time and travel distance under
curent doctrine (50-70km or 8-10 hours)., The corps
ASP is too far to the rear and the GOER iz too slow.
Improvements to the system are required tc reduce

the impact of these problems.

Chaiges in anticipated expenditure rates, tactical
employment doctrine and new equipment require revision
of Class V docirine and the ammunition unit suppor:
structure.

Expedite the review of proposals contained in the
USAMMCES Munitions System Suppori Structure (MS3)
draft nepont and the TRADOC Division Restructuring
Study (DRS) which phropose improvements Lo the
€lass V support system.
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13. FINDING:- INADEQUACY OF TANK AMMUNITION STOCKS.

14,  FINDING:

LARGE QUANTITIES OF UNSERVICEABLE 105mm AMMUNITION,

15, FINDING:

POOR _LOCATION OF PREPOSITICNED WAR RESERVE STOCKS

16, FINDING:

(PWRS) AND BASIC LOAD AMMUNITION STOCKS.

LIMITED UNIT CAPABILITY TO TRANSPORT REQUIRED

DISCUSSION:

RECOMMENDATION:

AMMUNITION.

The above arming findings are presented to complete
the overall evaluation of the tank arming situation.
These areas are already receiving significant atten-
tion but should be afforded continued visibility
until the basic deficiencies are resolved.

Renovation programs are now ongoing to reduce the
large quantity of unserviceable 105mm APDS-T ammuni-
tion presently in the inventory. Engineering studies
are nearing completion on problems with HEAT-T and
HEP-T ammunition. Funding for the rehabilitation of
these types of ammunition is required.

New PWRS ammunition locations reflecting wartime
requirements are being developed by DCSLOG and USAREUR.
Extensive upgrede programs for ammunition facilities
are ongoing. Storage locations must continue te re- -
ceive significant attention if timely corrections

are to be effected.

Limited unit capability to transport required ammuni-
tion is being addressed by DRS and the USAMMC&S MS3
Study. The proposed addition of armored rearm ve-
hicles, ammnition transfer points and changes in
corps unit structure and doctrine may negate the need
for further study of battalion vehicle requirements.
Requirements should te reevaluated after completion

of DRS field testing.

Continuous attention is nequired 2o ensure §inal
nesolution of the following ongeing acteons.

Expedited tank ammunition procurement,

Expedited ammunition modification/renovation pho-
ghams fon tank ammunition,

Repositioning ammunitior. stocks 2o pemit napid
access to basic Loads and timely access 2o/
movement of FWRS stocks, and

Evafuation of unit ammunition thanspontation
capability in conjunction with DRS,
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CPERLETIME PROCEOURES DIFFER FROM WARTIME DOLTRING
SFEW ACTIVE RICMY POL SURPLY UNIrg
SLONSUMPTION PLANNING BASED ON MiLES TRAVELEQ

URRCE TRANSPCRTRTION /MOVEMEN T REQUIREMENT (WALF
OF TOVNRCE ENTERING IWERTER)

VREMURES WOE RANGE OF QUi NANDLNG ECNIPMENT

Figure L-13

Fueling supply is functionally managed within the logistical Structure
(fig L-13), There are Separate organizations at every level to accomplish
this function and a series of unique reprt/request procedures to support
it. It is an efficient peacetime system, heavily reliant on contractor
supply of bulk products and highly civilianized with the trend overseas
toward maximum NATO/host nation support, These peacetime procedures
d:ffer from wartime doctrine requirements which currently emphasize an
Army operated distribution system. However, there are few G6S POL supply
and distribution units in the active force to support such a network. 1In
a combat theater of operations, bulk POL requirements will comprise
approximately half of the incoming tonnage required to sustain combat
operations, This large quantity of liquid requires unique bulk handlirg
equipment, consumption planning, and control,

The Class II1 supply system will remain a functional oriented operation,
The Armor force is dependent on the availability of Class III, Any
distuption or shortfall will rapidly degrade the combat capability of
the tank. The following paragraphs describe findings and appropriate
Tecommendations for improvemeat to the fueling system,
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17, FINDING!

FUELING Findings

PLANNING AND PROGRAMING FOR BULK POL HANDLING

EQUIPMENT HAVE BEEN INADEQUATE AND, AS A

CONSEQUENCE, HAVE JEOPARDIZED FUEL SUPPLY
TO ARMOR FORCES IN COMBAT.

LINITED TRCTIGHLE &S
POL [QUPPORT

Becavse. .,

QLM ETIAME RELIANE ON
CONTRACTORS SuPACRT.

O FEW ACTIVE RRMY §S
YNITS,

ONC TACTICAL TrANKEL
MR /NG §YSTEA?,

PQUESTION RO E TACT KRG

MARINE TELMINA L

D AL FRO4 ConeS. EQUIPMENT

@ 2omPSs STORARGE.

& CORPOT QELIVERS TU0 DusiSion OND RSSAVLT MHOSELINE

E Or¥Srem STORRMGE. SYSTEALS.

B G0/0noe ermeage. Se/SAOES. FM 100-5 12-6
reem NG -, . V=2, P8 -

BB 7ACTICRL REFVELING BY BRTrALIGNS: (Modified by above)

Figure L-14
DISCUSSION: The FUELING system has experienced inadequate

VOIDS IN FUEL
HANDLING SYSTEM

RECOMMENDATION:

planning and programing in RDTE and procurement

for bulk POL handling equipment. Accordingly,

there is a lack of essential equipment including
tanker off-loading equipment, storage facilities,

and distribution equipment., Because of frequent
changes in combat development requirements and the
lack of sufficient funds and organization to support
development on a systems basis, there are not only
voids in the fuel handling equipment systems,; but also
incompatibility among components, These shortcomings
seriously jeopardize effective fuel distribution

to armor forces in combat (fig. L-14),

Develop a POL handling equipment masien materndielf
development plan which covens equipment used in the
distrnibution process grom the CONUS producer 2o the
fuel compartments of using vehicles.
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NDING: THE TRANSITION TO WARTIME OF THE BULK POL
DISTRIBUTICK NETWORK WITHIN THE CORFS IS
HINDERED BY PEACETIME CONTRACTOR RELIANCE,

WARTIME QISTRIEBU 170N OF FPOL KELIES ON
MOLILI ZB 10N OF KHESERYVE tnr7S

TOE TITLE RCTIVE RESERVES
{O0-202 NN DETRACKMENT PETXOLEUM LlpuP o 2

102086  HHC PETROLEUNM PIPELING An©
TERMINRL OPERRTING GATIRLION 1 2

0-207 PETROLEUM PIPELINE RN TERMINAL

CPECATING CormPRNY i
0-226  HHC, PETROLEUM SUPPLY COMPANY 1
10-227 PETROLEUM SUPPLY COMPRNY e} (1]
10-458 PETROLEUM SUPFLY COMPANY (FwD) 1
0-47? PETROLEUM SUPPLY COMPANY (Ritay) 2 (o]
55-18 TRAN SPOR TR T7onr ME DItiad TRUC I

COMPANY (PETROLEUM) s 17

Figure L-15

DISCUSSION: The current peacetime reliance on contractor

and civilianized supporr for buik POL distribution
is detrimental to the transition to a wartime
situation, Dictated by budget constraints, this
reliance leaves few Army G5 POL supply and
distribution units within the active force

(fig. L-15). There are no petroleum supply
companies or petroleum pipeline and terminal
operating companies in USAREUR, During wartime,
combat forces will initially be dJdependent upon
host nation and allied support for general support
fuels supply.,

The few active force petroleum units are only
infrequently exercised to practice their mission.
The lack of a sustaining unit base has seriously
reduced the number of active Army personnel with
POL expertise. However, current US Army POL
military distr:puticn doctrine continues to
emphasize the operation, with organic equipment,
of a complex distribution network.
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RECOMMENDATION:

Review current doctrine of GS petroleum supply
and distribution fomvand of the corps rear

boundary,
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19, FINDING: BULK POL STORAGE CAPACITY IS INADEQUATE IN AN

Y aYa) AT T Y

WIOR DPISCOM AND IN COSCOM SUPPORT UNITS.

DISCUSSION: The bulk POL storage capacity in DISCOM and
i COSCOM support units is inadequate to support
: LESS THAN sustained fast-moving armor operations., The
ONE DAY OF armor divisior DISCOM can store approximately
POL SUPPLY

225,500 gallons of bulk fuels., This equates

to less than one day of supply in a moderate ;
combat environment, Both DRS and the Quartermaster i
School have recommended variocus actions to ;
correct this shortcoming.

IN DIVISION

e e i st e it A 7 T ) Fopgrert X

RECOMMENDATION: Euvafuate alternatives which address bulk fuef

stonage capacity 4n DISCOM end 4n COSCOM support
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20, FINDING:

PETROLEUM REQUIREMENTS FORECASTING IS BASED ON

DISCUSSION:

RECOMMENDATION:

MILES TRAVELED AND DOES NOT CONSIDER HOURS OF
OPERATION.

Unit petroleum requirements forecasting is
based on miles traveled, using various
miles-per-gallon criteria for equipment,

The true determinate of fuel consumption,
however, is not how far a vehicle moves, but
how long the engine is running in various

modes - idle, road march and cross country.

This is especially true for the tank as its

crew maneuvers tactically for position and
msintains a running engine when expecting
ergagement. Evaluation of the Israeli experience
in the intense Yom Kippur War revealed that the
miles-traveled-technique would have seriously
underestimated actual fuel consumption. The
Quarterm.:ster School has recognized this situation
and has recommended that consumption forecasting
be based on hours of operation, using a standard
combat day., Use of the standard combat day
technique will require development of an hourly
consumption rate data base and a standard combat
day for all vehicles to be used by planners and
scenario developers.

Review pethofeum nequirements forecasting
techniques to develop « more accurate profection
0§ actual consumpiion,
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2%, FINDING: THE GOER VEHICLE DOES NOT SATISFACTORILY PERFORM

THE_REFUELING, BULK AMMUNITION HANDLING AND
WRECKER FUNCTIONS IN ARMOR UNITS,

i i sncks Al aih . ol Ll

DISCUSSION: Tank units are equipped with a support vehicle :

E whose functional capability does not satisfy

{ operational requirements, The GOER vehicle,

£ used as a wrecker, fuel tanker and ammunition

3 carrier, has substantial shortcomings. The GOER
E' can transport ouly one type of POL, the transporter
5 usually cubes-out before it weighs-out and the

3 wrecker has questionable usefulness. Although

{ capable of bringing fuel and ammunition to a
tank in areas and under conditions where other
support vehicles cannot travel, GOER roadability
limitations severely restrict rapidity of unit
convoy support and POL/ammunition distribution
operations. All GOER's have large profiles and

share safety, trafficability and maintainability
shortcomings.,

RECOMMENDATION: Conduct review of transportation requirements
in awmon battalions to detewnine alternative
solutions fon performance of refueling, bulk
ammunition cavwding and wrecker functions.
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22.  FINDING: THERE 1S NO CENTRALIZED MANAGEMENT OF POL
- EQUTPMENT MATTERS.

Bospsnsibiltes. POL HIWOLING EQUPHENT
o [odd]

DESRDA | $LO6

ARRDEOM
PEvELOFPS

wWHEEL KD
&oui#

oCse
WANAGE S

oM E
rPELINE

MERADLOM

PEvELOPN
64 NOnWHEBLED,
LA 1 ol

AmMRC
MATEXALS
PESERRCH

NOGILITY
RESERRSH

Toves of Challanges...

¢ THREE TYWPES OF WO23LES PEN #ET TO FYEL AL Hutay
HELCCPIERS

b FITTINGS OV 5000 GRCON FRAKGS NOT SANE A5 O F33P
0 INARLTY 1O ALOEES PERPHESS Bf MASTL o' SRLLT

eehsd . cenrincisec uamcetenr o oy Eon T

2

é Figure L-16

3 DISCLSSION: The development and management of POL distribution

q equipment at the wholesale level is diffuse., There

1 are at least five DARCOM commands and a DLA command

1 CENTRAL involved with little or no central management (fig L-16).
MANAGEMENT This lack of systems management has led to a profusion
LACKING of incompatible equipment and has left broad equipment

gaps in the field POL distribution network,

RECOMMENDATION: Reuview minagement sthucture for POL handfding equipment
and evaluate the feasibility of system'projcct manage-
nont

E L
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MANAGING

The Army logistical management system is complex. Becavse of the require-
ment tc manage within & resource coustrained syster, it is driven by the
demand for cost efficiency. The result has been to divert attention from
the basic goal of rapid transitic. to support and sustainment of combat
forces in a wartime environment. Emerging logistical concepts in echelons
above division and progressive development of the forward support concept
are causing a favorable refocusing of attention within the retail system.
Current procedures have placed greater reliance on the wholesale system
to suppoit overseas locations. A major concein, however, is the ability
and preparedness of the wholesale system to effect immediate transicion

to wartime operations on a sustained basis,

The current funciioncl/commodity organization is not sufficiently respon-
sive to provide the type of support needed to obtain the maximum effective-
ness of advaenced weapon systems. The pumber of complex weapon systems
which will be introduced into the Army in the
WEAPON SYSTEM next few years suggests the need for a weapors
MANAGEMENT NEEDED system orientation within the logistics systern.

Managemen: areas of concern addressed in subsequent paragraphs are
applicable primarily to the logistics system. Establishment 5f a compre-

hensive tark management system is discussed in rhe separate management
portion of this report.

111-42

AL TITL TR A RS VR e O NS AR 1L v ke ek Bre

LTI YRR W

[SCUPIFS V- T RPN

atads it et b b e Lma;;.g.‘..n il Al ol il A bt BT Lk i, s s

ML s s o} ki i bk v bl b i et ram ML, i




T T

r'tﬁm'm’ oo

23. FINDING:

DISCUSSION:

RECOMMENDATION:

MANAGING F indings

MISSION KESPOUSIBILITIES AND THE COMMAND LINK
BETWEEN DARCOM AND THE OVERSEAS MACON.

DARCOM's changing mission has caused it to expand
from waolesalce logistics ancd to become more involved
in the day-to-day activities of the retail logistics
system.

Ther< are numerous examples of DARCOM's involvement
in the retail system. Under the Direct Suppor:
“ystem  (DSS) concept there 1s a daily interface

from wh-~lesale sapnly activity down to division

level. Direct Logistics Support (DLS) establishes

a formal technicael assistance orgarjzation within

the division. Daily technical guidance and

assistance will be offered at the tank company

level by menmbers of the wholesale logistics community.
In July 1976, DARCOM assumed an overseas depot mission
in Europe. The Modernization of Logistics (MODLOGS)
program has substantially increased USARELR dependence

«on COXUS support for day-to-day operations,

Thro continued extension of DARCOM into the uperations
of the MACOM retail system should be evaluated to

determine the most efficient and effective missions
for that organizatior., Areas of uncertainty per-
taining to mission resporsibility include:

Amount of directive authority of technical
assistance personnel to énsure iroper operation/
readiness of equipment;

Extent of DARCOM overseas depct operations;

Status of the overseas nonmilitary force at
the outset of hostilities; and

Responsibility for storage and mainte: ince of
war reservc and POMCUS stocks.

Clarnidu command nefationship and resp nsibifitics
betweer. DARCOM and the overseas MACO!M,
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DISCI'SS10MN:

RECCMMENDATION:

CURRENT FEACETIME MAJOR ITEM REPLACEMENT PROCEDUKES

ARE _INADEQUATE AND Tou CUMBERSOME TO EFFECT RAPID

REPLACEYENT DURING ANTICIPATED INTENSE COMBAT.

Peacetime replacement of unserviceable tanks focuses
or tt: detail rnecessary to ersure property accounta-
bility and efficient use of transportation assets.
Precise instructions are issued by message and
transactions are recorded in computer bases tn effect
a one-for-ovne ank replacement., Backhaul of the
unserviceable tank is normally acconplished with

the same transport, This procedure is too cumber-
some and detailed to mee! anticipated wartime
processing requirements.

Wartime battle damage replacement operations will be
characterized by the need to rapidly distribute

mary items to the corps/division ares simultaneously.
Communication and transportation resources will be
saturated. Lengthy tank deprocessing times (level
"A'", long term storage, require approximately fifty
mar.-hours to deprocess) will also impact on timely
forward movement., After initial deprocessing, the
tank still is not ready to enter the battle. Radio
mounts, machine guns, sightis, ammunition, fuel, etc.,
must be avatiable in sulflicient quantities and added
to the tank before it moves to the battlefield.

Operating personnel question the adequacy of reporting
battle loss through the command channel. They suggest
the replacement issue would be more effective if
processed direct through the MMC's to the organization
managing war reserve assets.

Develop and test neplacement procedures 2o
gacifitate bulk trawwport of complete tanks
to sefected conps/division Locaticors,

(Intennelates with simifar Persorncl recommendation. )
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25. FINDING:

CONFIDENCE IN THE LOGISTICAL SYSTEM 15 AT A LOW [.EVEL.

DISCUSSION:

RECOMMENDATION:

Confidence in the logistics system is generally pro-
portional to the availsbility of required parts and/
or maintenance support to remove a tark from deadline
status. Although complicated equipment and shortages
of skilled maintenance personnzl are bothersome, the
primary cause of lack of confidence is the perceived
iack of responsiveness of the supply system.

The logistician maintains that the regulations and
procedures governing the supply system are concep-
tually sound and adequate to support daily operations.,
The user,on the other hand, maintains that the supply
system is simply not functioning to satisfy his needs
in & timely manner. The user philesophy is that when
a tank is deadlined, all other actions are subordin-
ated to getting it repaired. 1f the part is not in
the unit PLL, a high priority requisition is entered
into the system, In addition, wost units simultane-
ously initiate action through an informal process to
obtain the part sooner from other sources. Degra-
dation of the system begins at this point due to

lack of confidence in the ability of the sunply
system to provide the part ip a timely manner.

Equally significant is the depth of knowledge of

Army personnel in the logistics system. The user
must become intimetely familiar with the workings of
the logistic system if he is to become a professional
user. Improved knowledge will tend tc build confi-
dence and eliminate,to & large degree, fauvlt-
requisitions, processing errors, inadequate recon-
ciliation and informal actions to "go around” the
system.

Firm discipline, particularly by the user and the
logistician,are essential to ensure adhurence to
existing procedures. Increased discipline, coupled
with efforts to improve responsiveness of the supply
system, will lead to a more effective system and
should restore user confidence.

Strengthen usen knowledgerof the Logiatics
sysitem,

(Internclates with simifan Training recommendation. )
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CONCLUSIONS

An assessment °f the logistics system (fig. L-17) using current doctrine

suggests tha* -gnificant modifications are required to improve support
to the tank . - e.

LOGISTICS ASSESSMENT

A A Y

FM 1005 CURRENT SYSTEM

“The only measure of combat service suppornt
effectivencss is the percentage of battie-

-]

Unchear definition of & weapon system
Not organized to support 3 Weapon system.

=

°©

field operable weapon systems, Inadequate feedback/followup system.

o Standards.resources don't support readiness
demred.
o lLog symtem based on peaceitme demandiprocedures.
“'Supplies, support, weapons are concentrated Limiwed mobility of PLL/ASL.
st critical places and times” - The nzht o Limited organization/equpment for fi.
sappoart must be w here needed, when needed.” lorward, .
pe e h— No armored rearm /fix capability.

c

Inadequate POL equipment/starage,
Inadequate technical expertise forward.
Cumbemome wmipply proccdures,

© Inadequate recovery/loss replacement doctrine.

oo & ©

*QOrganization for Logistics. Because wupport System not designed for smooth transtion

[

in battle depends increagmngly on a few pri- g:'ili(‘ll systems not defined.

o
A mMAry Wweapen systeIns. Support must be [ocused o All systems handled equally,
. «u these critscal systems.** o MIS not onented on weapon system.
- n Mschanics not trauned for weapoh systems
3 sppart.
3
3
-3 .
2 Figure L-17
2
3
3

s

As the Army becomes a more equipment intensive organization,there will
be a greater dependence on effective supply and maintenance support.

The development community must attempt to design equipment that meets
battlefield needs, has a high readiness potential and is logistically
supportable. These svstens, which must defeat the advanced systems of
our adversaries, will be complex and complicated to maintain. Operators
and mechanics must be trained to the extent necessary to attain the

highest peacetime readiness potential and to ensure continuous wertime
sustainpabilicy,

SR

b

Weapons svstem management superimposed over the functional logistical
system offers the intensive form of management required to support the
tank force. Responsibility for management

SYSTEM of the tank must be fixed at cach level of
MANAGEMENT command and throughodut the technical support
REQUIRED structure. This orientation will give focus

to resource allocation actions. Such a
system orientation will expose problem aress and will accelerate techni-
cal assistance, further promoting the comba. potential of the tank force.
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ACRONYMS

CODA:

1
7l

DLAA

DLOGS

LLs

DRS

[EECSR - T

DEFINITIONS

Autho: zed Stockage List. The supplies authorized to be
on hans or on order in direct and general support units.
Stockage is based upon demand criteris and/or item
essentiality,

Ammunition Supply Point. Advance point at which ammunition
is available for distribution to using units or for distri-
bution by & using unit to individuals or subordinate units.

Combat Damage Assessment Model. A simulation model which
ellows logisticians to estimate the maintenance load,
required repair parts, time to repair and level of =epair
for combat damage not normally experienced in peacetime

and for which no historical data is available or maintained.
The model is in an early stage of development and is
adaptable to computer processing.

DARCOM Lopistics Acsistance Activity, An office at Division/
Corps /MACOM HQ level designed to supervise and roordinate

the activities of assigned DARCOM personnel in expediting

the flow of technical assistance/information between the
develop:r-supplier and the using unit.

Division Logistics System. An automatic data processing
system designed to apply automated methods to division level
asset management. DLOGS has incorporated management of
repair parts, consolidated property book management and

Army equipment status reporting’ system.

Direct Logistics Support, A new concept to imptove logistics
support for weapon and equipment systems by strengthening
DARCOM technical channels and enhancing the mission of
readiness commands. Currently being evaluated at Fort Hood.

Division Restructuring Study. A preject designed to reorganize
elements of Army Divisions. The eoncept will be evaluated
10 October 1977 at Fort Hood.
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Direct Support Svstem. The Army standard supply distribution
system for selected classes of suppiies which provides for
direct delivery of shipments from a CONUS warehouse to the
requisitioner (Direct or general support units).

Direct Exchange. A supply method of issuing serviceable
material in exchange for unserviceable materiel on an
immediate item for item basis., It is accomplished without
the normal property sccountability documents and with a
minimum of paper work,

Heavy Equipment Transporter. A large, wheeled tractor and
trailer designed for the movement of large vehicles,
especially tanks.

Integrated Logistics Support. 1ILS is a composite of &all the
cornsiderations necessary to ensure the effective and econom-
ical svpport of a materiel system for its life cycle.
Principal elements of ILS include the maintenance plan,
support and test data, facilities, personnel and training,
logistic support resource funds, and logistic support
management information.

Integrated Technical Documentation and Training. A project
designed to improve technical documentation and to integrate
use of these publications with training programs.

Manpower Authorization Criteria, The number of direct
workers required to effectively perform a specified work
activity,

Management Information System. An integrated group of
procedures, methods, policies and may include the computer(s)
and its software which is used to obtain, process and

analyze data/information.

Modernization of Logistics. Ongoing European logistics
program to improve USAREURlogistics structure and operations;
increase reliance on the CONUS base; and increase host nation
and contractual support,

Materiel Management Center, A functional logistics man&gement
center that is found in the theateyr Army, corps and division.
The MMC exercises inventory and maintenance management
responsibilities.

Mean Time to Repair. The average time required to perform
maintenance task- to effect necessary repairs,
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Munitions System Support Structure., Dreaft report prepared
by the Missile and Munitions Center and School. Builds an
amnunition supply support structure to support anticipated
expenditure rates of combat units.

Or-the-job Experience. The process whereby skills and
knowledge sre obtaine. through actual performance of
duties. There is no approved, planned pragrar of
instruction or experience.

On-the-job Training. A trainirg process whereby students
or trainees acquire knowledge and skills through actual
performance of duties under competent supervision, in
accordance with an approved, planned program.

Prescribed Load List. The repair parts anc maintenance-
related items authorized to be on hand or on order at the
unit level in.support of organizational maintenance.
Normally this is based on 15 days of supply.

Prepositioning of Materiel Configured to Unit Sets, Equip-
ment and supplies, organized per the TOE structure of early
deploying CONUS units, which are positioned near the point
of intended use. The purpose is to reduce strategic 1ift
requirements and to expedite deployment of CONUS units in

a theater of operations.

Prepositioned War Reserve Stocks. Supplies and equipment
locar.ed near the point of intended use to support combat
consumption requirements pending resupply frem CONUS.

Restructured General Support. An emerging concept which
integrates general support supply and maintenance capability
for a class of weapon systems into a single technical unit
operating under the COSCOM. Being tested 1 March -

30 September 1977 at Fort Hood.

Vehicle, Tank Recovery. Armored, tracked vehicle used in
maintenance and recovery operations of combat tracked
vehicles.

Wartime Repair Parts Consumption. A project to develop and
publish a practical guide for forecasting repair parts
requirements that can be used to identify mission essential
maintenance operations and to develop stockage lists for
contingency operations.
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: KEY TERMS

Classes of Supply. A dethod of dividing supplies and equipment into ten
. meaningful major categories of materiel, within which items

g are easily identified to each particular class.

’ Class I. Subsistence including gratuitous health and welfare
items.

Claess il1. Clothing, individual equipuent, tentage, tool sets
and tool kits, hand tools, administrative and housekeeping
supplies and equipment,

Class 11i. Petroleum and solid fuels. Includes bulk and
packaged fuels, lubricating oils and packaged products.

Class 1V. Construction materials to include installed equipment
and all fortification/barrier materials.

Class V. Ammunition of all types.

Class V1. Personal demand items (nonmilitary sales items).
Class V1I. Major end items, A final combination of end
products which is ready for its intended use,.

Class VIII. Medical materiel including medical peculiar
repair parts.

Class IX. Repair parts and components to include kits,
essemblies and subassemblies, reparable and nonrepare“le,
required for maintenance support of all equipment.

Class X. Materiel to support nonmilitary programs which are
not included in Classes I-IX.

Ol L L

Red Team Assessment, A DARCOM program to provide an overall assessment
of field system performance and DARCOM logistics support for
selected items of Army equipment,

Tank Ammunition. All tank rounds are fi;ed, one piece, and electrically
fired. Basic types of service 105mm tank ammunition are:
APDS-T: Armor Piercing Discarding Sabot and Tracer. Primary
antitank kinetic energy round. High velocity, flat trajectory,
small rod penetrator.
HEAT-T: High Explosive Antitenk with Tracer. Secondary
antiarmor cremi:al energy round. Medium velocity, shaped charge.
HEP-T: High Explosive Plastic with Tracer. Primary round for
lightly armored and wheel vehicles. Low velocity, chemical
energy, blast concussion round.
WP-T: White Phosphorus with Tracer. Smoke and screening round,
Low velocity chemical energy round.
APERS-T: Antipersonnel with Tracer. Primary round for use
against exposed personnel targets. Low velocity, flechette round.
APFSDLS-T: Armor Piercing Fin Stabilized Discarding Sabot with
Tracer. New technology replacemant round for the primary antitank
round (APDS-T). High velocity, flat trajectory kinetic energy
round. Employs fin stabilization of the penetrator rather than
the spin stabilization of the APDS-T round and has a higher
density penetrator,

id
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TRAINING

The current armor force is not
trained up to the capability of
its weapons systems. There 1is

room for significant improvement. MPROVE D
Adding to that conclusion is an TECHNICAL
avareness that armor weapons ,IOF’C’F""Y\I

systems of ever increasing com-

>

plexity and types are being fielded (é;g,f"'gﬂﬂ-
to meet the threat, This can only _WQ AKX
lead to the realization that rapid - D (\EEFEC“VE”ES?
and sweeping changes must be effected e e {’szf'r“
in the way armor crewmen and units
are trained if armor forces are to
have the technical proficiency to

achieve their full potential on the

battlefield (fig., T-1). The full Figure T-1

impact of these training improvements

can only be realized if they are “"THE BFST TANK IS THE ONE
accompanied by interrelated changes WITH THL BEST CREW."

in persomnel, logistics, and develop- General lsra:1 Tal

ment. Even more critical, however, 1s Israeli Dafense Force

the necessity to create a management
structure that can orchestrate these
changes in the Tank Force and sustain

the gains made in making it more effective.

MAJOR AREAS OF ANALYSIS

The major areas of this training analysis are individual entry level,
individual professional development, collective, and combined arms

training.
INDIVIDUAL ENTRY LEVEL TRAINING This is the training the individual
receives on entering the Army. The
"Weapons, no matter how power- Arwy's training institutions (the
ful, are ineifective in the hands service schools and training
of inept, ill-trained, unsure centers) are responsible for this
operators.' training. The purpose of this

FM 100-5 training is to prepare the indi-
vidual to perform in first-duty
assignments.

IV-2
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INDIVIDUAL PROFESSIONAL DEVELOP-
MENT TRAINING

"Every unit commander of the
US Army is responsible for the
aggressive professional develop-
ment of every soldier in his
command,"
FM 100-5

COLLECTIVE TRAINING

"Collective training in umits
should aim at maximum effective-
ness with combined arms."

FM 100-5

COMBINED ARMS TRAINING

"Training for battle demands
forging effective combined arms
teamwork."

M 100-5

Professional development training is
that training required to upgrade the
skills of the individual to do more
complex tasks or to assume increased
responsibility., Although not stated,
it infers training necessary to main-
tain proficiency in the skills
acquired in entry level training.

The responsibility for the conduct of
this training is shared between the
unite in the field and the Army's
training institutions, and is based on
training watarials such as the
Soldier's Manual, Commander's Manual,
Skill Qualification Tests, and train-
ing extension courses developed by
TRADOC.

Collective training is the training
of groups of individuals to perform
as crews, platoons, companies, and
larger units. Although almost ex-

clusively accompiished in units, collec~-

tive training also relies heavily on
individual skills learned in units

and training institutions. TRADOC-
developed Army Training and Evaluation
Programs (ARTEPS) and training devices
assist the commander in the planning
and execution of this training.

At the company level and above,
collective training begins to include
other branches and arms of the Army

as well as other military services

and becomes combined arms training.

It is an extension of collective
training but is important enough tc

be identified separately. This train-
ing should be conducted under
simulated combat conditiens,

IV-3
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TRAINING INTERACTION

There is continuous interaction of the various trairers in the major
areas or phases of training (fig. T-2). Professional development,
collective, and combined arms training all feed into one anot er with

continuous infusion, beginning with institutional entry level training. i
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INDIVIDUAL TRAINING

Fntry level and professional development training for both officers and
enlisted men currently is too general and does not produce personnel

in the Army's Tank Force technically proficient for their duties,
Training must be improved not only at entry level, but it must also
provide systems ppecifiec professional development training throughout

a8 full career. Tralning course graduates must be qualified for
immediate productive service at wartime proficliency levels.
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THE_INDIVIDUAL TRAINING TREND

As the Army's equipment becomes more

numerous and complex, the require- EQUIPMENT BFCOMES
ment to bring the individual up to MORE COMPLEX

a level of technical competency AND DIVERSE
becomes more and more important to

the unit, Because of high costs in-

velved, resource constraints have DUE 10
not permitted soldiers trained at SPECIALIZED

CONSTRAINTS
Institutions to fully reach desired piare |0 s INSTITUTIONS
levels of technical proficiency. As TEACH LESS
a result, the training at the institu- ABOUT MORE
tion has become more generalized and UNITS DEPEND
the responsibility to train the indivi- UPON HIGH
dual to a level of technical proficiency LEVEL OF
necessary to perform at wartime standards EXPERTISE

is passed to the unit (fig. T-3). Figure T~3

THE INDIVIDUAL TRAINING DILEMMA

This trend has forced the Army to address the dilemma of how to train and

maintain individuals at s high level of technical proficlency on increasing
humbers of varving types of increasinglv complex eouipment | without extending

significantly the length of traicing or raising the entrance requireménts
of the individual entering the tank force.

COLLECTIVE/COMBINED ARMS TRAINING

Current unit level technicial proficiency does not capture the full po-
tential of armor weapons systems, This defiziency is related to the low
level of individual technical proficiency. The need for units to spend

excessive training time and resources on the individual subsequently
decreases available time for colliective trainiung,

A directed effort wust be initiated to exploit the increase in unit
collective and combined arms training time that will accrue with improved

entry level training. Of particular importance to upgrading combined
arms training is the urgent need to establish a site(s) such as a

National Training Center as a replication of total combat environment
conditions, serving as a surrogate for combat experience. Finally, Arwy-wide
adherence to established training srandards as promulgated in doctrine

gnd training publications, and quantifying training readiness in some
geasconable measure of resources consured, activities accomplished, and re-
sults achieved will add to unit technical proficiency.
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SPECIFIC RESERVE COMPONENT ISSUES

The potential of Reserve Components to contribute to a "come as you are"

war needs to be reexamined in order to capture their special capabilities.

Issues to be explored include testing of the Reserve Component tank crew
replaceuent concept, and a reevaluatiorn of the capability of Reserve
Component armer units to meet thelr prescribed readiness objectives with
currently available resources of time and materiel,

TRAINING MANAGEMENT

Various management initiatives will also serve to improve the "technical
proficiency of the ammor force. Training management responsibilities at
HQDA currently are not clearly defined, This has contributed to a lack
of training standardization, variances in program approval and resource
allocation, and a failure to delineuste responsibilities for individual
and collective training. Another training managemant fajlure has been
the inability to develop an adequate armor training devices rrogram,
Given today's rescurce constraints, trainirz devices that contribute

to teclinical proficiency and thus to combat readiness will becoume
critically important as wore complex anc expensive systeme are fielded.
Finally, the external evaluation function of the Armor Cernter is not
providing adequate feedback c¢n trairing and doctrinal materials,
devices, literature, and the appropriateness ancd quality of the

am wmasm Bl e

lonstituticnal training product,

TRAINING REDUCES IMPACT OF TURBULENCE

The adverse effect of turbulence on proficiency has been dramatically
portreved and is suggested as the major contributor to degradation of

armor crew and unit readiness. Many other factors, however, significantly

contribute to the armor force not performing to the maxiwum capability of
the weapon system. A standard high state of technical proficiency would
minimize the negative impact of turbulence through the existence of a
force of highly competent "interchangeable'" tank crewmen.

THE PRICE

It is essential to future battlefield success that the Army pay the
costs for resources and management intensity to train up to the capa-
bilities of current and new armor weapons systems. The need to

achieve this goal cannot be overstated, Solutions to existing training
problems will have application in varying degrees throughout the Totzl
Armor Force, although Reserve Component armor force specific problems
need to be appreciated and special efforts directed toward their

resolution.
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The fcllowing paragraphs describe the training system and deficiencies
and discuss recommendations for their resolution. A more detailed

description of .ils tr~ining analysis is an appendix to this chapter,
published separately,

ENTRY LEVEL INDIVIDUAL TRAINING FINDINGS AND RECOMMENDATIONS

The most significant individuval entry level training deficiency ovf the
Tank Force is in the armor platoou leader, tank crewmen, track vehicle
mechanic, and PLL/TAMMS clerk courses. The existing training programs
vequire modification and/or restructairing to peiait achievement of the

level of technical proficiency required in the units. The proposals

accomplish this by focusing the training resources on the most critical

functional duties and by limiting the scope of training to discrete
type tank, specific position, and/or specific type platoom.

The findings and recommendations in th:s area of entry level individual
training are discussed in the subsequent pages.
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ARMOR PLATOON LEADER- TRAINING

1. FINDING:

DISCUSSION:

PLATOON LEADER
REQUIREMENTS :

COMMAND TANK
TRAIN PLATOON
COORDINATE/

CONTROL FIRES

RE COMMENDATT ON:

EATRY LEVEL TRAINING FOR ARMOR OFFICERS IS TOO

GENERAL AND DOES NOT PRODUCE PLATOON LEADEES

TECHNICALLY QUALIFIED FOR INITIAL ENTRY DUTLES.

The most freguent criticism from Armor commanders
in the field is thc inability of the new Armor
Officer Basic Course (AOBC) graduate to:

Perform adequately as tank commander,
Traiu the platoon, mmd
Coordinate and coantrol the firus of the platoon.

Armor platoon leaders' duties are unique from
those of other platoon leaders in that whil.e com-
manding the platoon, they are required to command
a t=2k, one of the platoon's major fighting

el.»2nts, Currently they must undergo a period cof
gr-r. -iob tralning in their units to develop the
vi..an o1 competence and self-confidence they need
tc . perly train and command their platooms.

During this period of apprenticeship, the quality
of training wiihia the platoon suffers, and the
overall combat effectiveness of the unit is
greatly reduced. The objectives of the propcsed
AOBC are to produce ar of [icer who:

Is trained in all crew positions of a tank,

Has qualified as a tank commander,

Can train the platoon, and

Can coordinate and control the fires of the
platoon.

Units will receive platoon leaders who are
technically competent and professionally confident,
and can step right in and lead their platoons.

Thain platoon Leadens in AOBC to be technic:Liy
compelent 4in all chrew positions, and as a pltatoon
Lecden and company executive officen by discrete
tupe tank and type platoon !gig. T-4},

(Interrnelates with similar Personrel nrecommendation. |
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TANK CREWMEN TRAINING

AT IS EOp LT TR e e
N to.

2, FINDING:

DISCUSSION:

fep s & o f b

T W T

L

RECOMMENDATION :

3

ENTRY LEVEL TRAINING FOR ARMOR CREWMEN IS TOO
GENERAL AND DOES NOT PRODUCE CREWMEN TECHNICALLY
QUALIFIED FOR THEIR INITIAL ENTRY DUTIES.

The most frequent criticism of Basic Armor Training
(BAT) and Advanced Individual Training - Armor
(AIT-A) graduates is that they are only qualified
te perform the duties of a tank loader. The unit
is therefore required to train its own drivers

and gunners. This training competes with collec-
tive training requirements for scarce training

resources in the unit. The current BAT/AIT-A
produces:

Trained loader,
Familiarized gunner, and
Licensed driver.

The proposed training will produce:

Trained loader and qualified gunner for a
discrete type tank

or
Tactical driver with upgraded maintenance
skills for a discrete type tank.

These changes wil]l require the establishment of
transition training to accommodate individuals
who are required to go from one type system to
another, A career management field for armor
enlisted soldiers must also be developed and
separate MOS's established to manage personnel
with significantly different skills. Units will
receive tank drivers and loader/gunners who are
technically competent to move right into their
respective crew positions upon assignment to their
units and function at combat level proficiency.

Thain awmon crewmen in BAT and AIT-A a8 eithen
qualified Loaden/gunnens on tactical drivers on
discnete type tanks.

(Interrnelates with simifan Personned necommendation.)
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EXTTTM!

A

TRACK VEHICLE MECHANIC TRAINING

R

: 3. FINDING: ENTRY LEVEL TRAINING FOR TRACK VEHICLE

; MECHANICS IS TOO GENERAL, DOES NOT PRODUCE
PERSONNEL TECHNICALLY QUALIFIED FOR THEIR
INITIAL ENTRY DUTIES, AND IS TOO DEPENDENT
ON ON-THE-JOB TRAINING/EXPERIENCE.

DISCUSSION: The current initial entry track vehicle mechanic
is nct trained to perform adequately upon
arrival at a unit. The current philosophy 1z to
focus a track vehicle mechanic's skills on par-
ticular types of equipment only after assignment
to a wnit. This OJT/QJE training is done under
the supervision of senior mechanics vho are also
products of this OJT/OJE system. As a result,
the training and training standards vary greatly
and are usually less than adequate, This built~
in requirement for OJT/OJE detracts from the
unit's readincec in time consumed and in mainte~
nance not performed or performed incorrectly. As
a result, most units, install tions, and Major
Army Commands have had to establish shadow schools

3 and institute courses of instruction from their

4 own resources to bring the training of their

mechanics to an acceptable level of technical

i R TR

SORiE MG ot LR

e

= proficiency on ynit equipment,

. PROPOSED TRAINING: The proposed training program is to train

3 on a discrete type system initially

: INITIAL ENTRY so that tiie individual has the technical com-

3 SPECIFIC petence to perform his duties immediately upon
UNIT 0JT/OJE OTHER assignment to his wnit. While in the unit, the
SYSTENMS individual can cross=-train on other types of

TRAINED SUPERVISORS equipment as required. This improved preTiciency
will result in savings in the cost and time
required for maintenance, will contribute to a
higher state of readiness, and will create a

: greater potential for job satisfaction and should

lead to a higher rate of reenlistments.

3 RECOMMENDATION : Train tank unit thack vehicle mechanics at entnry
) Level to be system-specific at an adequate fLevel
4 04 technical progiciency.

(Interrelates with similar Pensonnzf and
Logistics necommendations.)
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4. FINDING:

LL AND TADMS CLERK TRAINING

ENTRY LEVEL TRAINING FOR PLL AND TAMMS CLERKS

DISCUSSION:

LOGISTIC/MAINTENANCE
SYSTEM DEPENDENT ON
PLL/TAMMS CLERK

RECCMMENDATION :

IS TOO GENERAL AND DOES NOT PRODUCE PERSONNEL

TECHNICALLY QUALIFIEL FOR THEIR INITIAL ENTRY
DUTIES.

The success of the present logistic/maintenance
syster 1s dependent on the technical proficiency
of the wnit PLL and TAMMS clerks. Currently,
initial entry PLL training is only a small part
of the Materiel Supplyman (MOS: 76D10) training;
TAMMS training is left up to the unit. )
Adequate training in PLL and TAMMS functions
must L2 recognized for its impact on unit readi-
ness and incorporated into institutional entry
level training. These functions should be a
major portion of Materiel Supplyman training or
should be addressed as a separate MOS and taught
as a separate ccurse. Upgrading of the positions
should also be considered because PLL/TAMS
clerks have no functionally qualified supervisors
in tank force urnits to supervise additional
0JT/OJE. Senior maintenance supervisors are now
required to suparvise this training, detracting
them from doing their own duties,

Racse the selection sniternia for dindividuats
designated to become PLL and TAMUS clerks and
include resident, furctional PLL and TAMMS
thaining in entry Level training of Materdied
Supplyman i76010).

(Internelates with simifan Personnel and
Logustach  necommendaticns, )
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INDIVIDUAL PROFESSIONAL DEVELOPMENT TRAINING

Significant individual professional development training deficiencles of
the Tank Force include the absence of formal tank commander, maintenance
supervisor, and reclassification training. Other areas of concern are
the lack of senior commander and first sergeant technical refresher train-
ing, and the apparent difficulty units have in taking full advantage of
the TRADOC-exported training materials This lack of formal courses of
instruction has compounded the problem of achieving individual technical
proficiency in that the supervisors (commanders, first sergeants, tank
commanders, and maintenance supervisors) lack the needed technical
competence toO supervise and train their subordinates, The gains made by
improving technical competency at the entry level wili be multiplied by
upgrading the technical competence of line supervisors and making
maximum use of the available TRADOC training materials. As with entry
level training, the proposals focus training on the most critical func~
tional duties and limit the scope of training by discrete type tank.

The specific individual professional development training findings and
recommendations with discussion follow.
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TANK COMMANDER TRAINING

5. FINDING:

DISCUSSION:

ONLY ARMY WITH NO
TANK COMMANDER'S
COURSE

INCORPORATE COMBAT

ARMS BNCOC

TANK COMMANDER'S
COURSE HAS MANY
OTHER USES

RECCUMENDATICN:

THE TANK COMMANDERS' SKILLS ARE NOT DEVELOPED
FULLY THROUGH THE CURRENT, NONSTANDARD,
ON-THE-JOB _EXPERIENCE (OJE).

The US Army is the only major Army that does not
have a formal tank commander's course, Tank
commanders have traditionally been trained through
on~the-job experience, The "home grown" training
of tank commanders is uneven, creates a consider~
able burden on the training resources of the unit,
causes a built-in readiness detractor, and does
not have the capability to train tank commanders
from Basic Armor Training during mobilization,

The Basic Noncommissioned Officer Course (BNCOC)

in the Noncommissioned Officer Education System
(NCOES) currently focuses only on training the

tank commander in the nontechnical aspects of

his responsibilities., The proposed tank commander's
course would modify this BNCOC to include the
validation of tank gunner's skills and the quali-
fication of the student in the responsibilities of
the tank commander at Skill Level-3.

Such a course could slso be used tc¢ train Reserve
Component tankers and Basic Armor Training
Graduates as tank commanders in time of mobiliza-
tion. Refresher and transition training for tank
commanders and senior officers and NCO's could alsc
be fashioned on this training model.

Establish disenete-type vehicfe commanden's
cournses at Shil€ level-3 404 the ME0AT or MEOAZ
ox M551 vehicles dncorporating the cuttent
combat arms BNCOC cencept.

(Interrelates with simi{far Pensonneld recommendation, )
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MAINTENANCE TRAINING

6. FINDING:

DISCUSSION:

; PROFESSIONAL
| DEVELOPMENT
: 1S OJE
TECHNICIANS DIVERTED
: TO MAINTENANCE
r MANAGEMENT

RECOMMENDATION:

SR Ers poantE e

rasTITRT mvy

Uik AR

CURRERT MAINTENANCE TRAINING PROGRAMS ARE NOT
PRODUCING COMPETENT TANK TECHNICAL AND
MAINTENANCE MANAGEMENT SUPERVISORS.

Technical professional development training for
most mairtenance personnel is extremely limited.
Maintenance personnel are developed through on-
the-joh experience (UJE) which does little to
upgrade their te.hnical skills, introduce them

to new equipment, or train them in maintenance
management procedures. As maintenance personnel
progress in ran.. and seniority, enlisted
technicians are forced out of the technical field
and into the areas of maintenance management, an

area for which they are not trained except through
0JT, may not have the aptitude to perform, and that

does not use their technical expertise. Pro-
fessional development training programs for

enlisted and warrant officer maintenance personnel

should be established to buil¢ on the technical
competency acquired in the revised entry level
training and to upgrade skills in areas of
demonstrated proficiency.

Extablish progessional development training pre-
grhams for tank system maintenance enfisted men
and warrant oféicens which ane venicfe apecific,
provide advanced technical and management
training, and necognize separate iechnicak
"Masten Mechandie" ard maintenance menagement
tracks at the higher enlisted supervisony fLevels.

(Internelases with simifar Personnel and
Logistic recommendations. )
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TRAINING FOR NCO'S RECLASSIFIED INTO ARMOR

7. _FINDING:

" THERE IS NO STANDARDIZED COURSE OF INSTRUCTION

DISCUSSION:

RECLASSIFICATION
IS5 NECESSARY

TRATN WHEN
RECLASSIFY

RE COMMENDATI ON :

TO PROVIDE TRAINING FOR N(O'S RECLASSIFIED
INTO_THE ARMOR CAREER MANAGEMENT FIELD.

The reclassification of NCO's into Armor MOS's
15 necessary to provide the number of NCO's
required to properly man the Tank Force. This
program will continue to be necessary in the
foreseeable future and should therefore be
recognized as a necessary training requirement.

The recent reclassification action has created

a sizeable portion of the Armor NCO Corps which
lacks the necessary training and experience to
be technically proficient. This situation re-
sults in a lack of confidence, inhibiting the
ability of these individuals in their performance
as tank commanders and platoon sergeants. It has
affected the readiness of CONUS tank units, and
the full impact will soon reach USAREUR when
sizeable numbers of these NCO's are reassigned
overseas,

Formal training of reclassified NCO's will give
them the technical competency to do their jobs
and should have a favorable impact on morale and
retention., The cost of this training is a

small price to pay to preserve the technical
competence of a large part of the Tank Force
noncommissioned officer corps.

Develop a nesdident and nontesident training
progham which Awmon Centeh, wiits, and
installations can use to provide standardized
thaining to NCO's reclasadigied {into Aumon
MOS's.

{Intennelates with simi{far Personnel
fecommendation. )
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ARMOR FIRST SERGEANT TRAINING

S 2 B

8. FINDING: UNDER CONSOLIDATED ADMINISTRATION AT BATTALION
LEVEL (CABL), TANK COMPANY AND ARMORED CAVALRY
TROOP FIRST SERGEANTS ARE MORE TRALNERS THAN
ADMINISTRATORS, YET, IN MANY CASES THEY ARE
NOT TECHNICALLY PROFICIENT TO DO THESE DUTIES.

PP S W Y

gt e T T

DISCUSSION: The first sergeant of a company or troop must be
L technically competent 1f he is to fulfill his

5 redefined role as the unit senior enlisted ;
1; trainer, Exportable extension course packages

i under the NCOES Senior Noncommissioned Officer
Course concept provide branch immaterial train-
ing in administration, training management,
operations, and intelligence. Currently, however,
there is no formal mechanism which provides the
first sergeant an opportunity to upgrade/refresh
his branch material technical proficiency. The
proposed training will provide the first sergeant

the opportunity to achieve the technical competence
to do this job,

Sl 5 Bt e -

RECOMMENDATION:  Establish a Senion NCO Counse (resdident, non-
nesdident on a combination) for tank and aumored

2 cavalny troop §irnst sergeants which 45 Lank

E system specdfdc and performance ordented.

3

PRI Y )

(Intenrelates with simi{far Pensonnelf necommendation. )
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SENIOR CO-::..) ZR REFRESHER TRAINING

.  FINDING:

COMMAND SELECTED BATTALION/SQUADRON COMMANDERS

DISCUSSION:

TECHNICAL COMPETENCE
DECAYS IN BRANCH
IMMATERIAL ASSIGNMENTS

RECOMMENDATION

ARE FREQUENTLY DEFICIENT IN HARDWARE COMPETENCE
BECAUSE OF CHANGES IN EQUIPMENT AND LENGTH OF
TIME AWAY FROM ARMOR UNITS.

Senior commanders frequently find themselves
technically deficient on their equipment due to
new equipment and/or because of the long times
they are required to serve away from branch-
related assignments, This technical competence
is difficult to regain or attain quickly once
faced with the many challenges of command. The
importance of the position warrants that these
highly selected individuals be given the
opportunity to regain technical proficiency on an
individual basis before assuming command. This
transition/refresher training should be made
available to all prospective/selected commanders,
especially at the battalion/squadron level.

Establish a regreshern thaining counse (nresdident,
nonnesident, on combination) for all command
sefected/prospective Lank bactialion and awmened
cavalry squadron commanderns that 4s structured
to student needs determined by performance and
diagnostic testing,

(Interrnelates with similan Pensonned nrecommendation. )
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COLLECTIVE AND;;OMBINED ARMS TRAINING FINDINGS AND RECOMMENDATIONS

The lack of emphasis on battalion/brigade live fire, combined arms
training sericusly degrades the readiness of today's tank forces.,
Other deficiencies include the need for additional tank crevmen,

the lack of adherence to common training standards, and the require-
went to more accurately quantify training readiness. Most of these
deficiencies are related to and to a certain degree are caused by
deficiencies identified in individual training. The proposals in this
area capitalize on the individual training improvements recommended in
the earlier sections of this report. The Tank Force should be better
prepared to conduct and evaluate more realistic live fire combined
arms training if the company/troop is authorized an additional c¢rewman
per tank, if training standardization is maintalned throughout the
force, and if readiness reporting is significantly improved.

These areas of collective and combined areas that require significant
change are addressed in the following pages.

Iv-18
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NATIONAL TRAINING CENTER

10. FINDING:

DISCUSSION:

NELLIS AIf FIRCE
84s€ HE

ARKRY s NBTICHAL
TRBINING CENTER

SnauLarED ComiinrT
LIVE FIRE ) COMBINED ALl

Fiaure T~5

ALTHOUGH TANK UNIT COMMANDERS RECOGNIZE THAT
COMBINED ARMS OPERATIONS ARE THE KEY TO SUCCESS
IN COMBAT, THEY SPEND COMPARATIVELY LITTLE TIME
TRAINING IN COMBINED ARMS, FOCUSING INSTEAD ON
TANK GUNNERY AND, TC A LESSER EXTENT, ON ARTEPS,.

The major facter which causes an apparent lack
of emphasis oun live fire, combined arms training
by the Tank Force is the lack of a facility or
facilities large enough to accommodate battalion
and brigade-size training and still retain
realism, The active facilities in CONUS and
USAREUR are limited to company-level live fire,
combined arms exercises. The ability to employ
supporting air and sophisticated bat:lefield
electronic warfare and retain the full scope of
field combat conditions is severely iimited.
Currently, Fort Irwin is one of several
attractive alternatives for this ityr¢ training,
containing real estate where batralion-sized
live fire, combined arms exercises can be
conducted, The Air Force "Red Flag" operation
at nearby Nellis AF3, Nevada can provide the
full integration of the combined arms under
battiefield conditions (fig. T-5),

It is possible for the Army to alert and deploy

a tank unit for combined arms, live fire training
under simulated combat conditions, Such training
will go beyond home station training and be a
post-battalion level ARTEP exercise. For these
reasons, a large unit, live fire, combined arms
training facility should be established.

The responsiblity for the developuwent of this
National Training Center is shared by FORSCOM
and TRADOC. Presently there appears to be a
basic difference in their conceptual approach.
FORSCOM 1is emphasizing desert environmental
training while TRADOC looks to the facility as

a European analogue for,simulated combat at the
task force level, The requirement for resolving

IV-19
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RECOMYENDATION :

this conceptusl difference, the high dollar
investment of reopening Fort Irwin, and the
necessity to cocrdinate with the National
Cuard indicate a necessity for intensive
management, The project manager approach
appears to be most appropriate as it would
provide the necessary management focus to
schieve the goals of the National Training
Center and provide a level of operationm that
will permit detailed coordination betweer
DA staff, FORSCOM, TRADOC, and ultimately
USAREUR.,

Estabfish a Project Managen e develop
the hational Training Center concept.
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TRAINING

1l.

STANDARDS

FINDINGS :

DISCUSSION:

CURRENT TANK CREW TRAINING WORLDWIDE IS NOT
STANDARDIZED, DEGRADING CREW PROFICIENCY AND
COMPOUNDING THE EFFECTS OF NORMAL ROTATIONAL
TURBULENCE .

As long as the US Army retains the individual
replacement system, it will be of utmost fmpor-
tance that tank force soldiers be trained so that
they are interchangeable, For example, crewmen
trained at Fort Knox, assigned initially to
FORSCOM and then to USAREUK ghould find identical
training techniques, procedures, and evaluation
standards. This 1is not the situation today

(fig., T-6).

DIFFERENCES .

MACHINE GUN

EMPHASIS ON

NO BATTI.FSTGHT ENGAGEMENT REQUIRED

TWICE AS MANY MULTIPLE TARGET ENGAGEMENTS
TWICE AS MANY ENGCAGEMENTS FROM RANGE CARD . ..A
RANGES TO TARGETS SHORTER

NO TACTICAL FIRING POSITIONS REQUIRED

AVERAGE OPENING FIRE TIMES DIFFER

ENGAGEMENTS ONLY FUNCTIONAL TEST

FIRST ROUND MAIN GUN HITS

TANK GUNNERY VARIANCES

. » USAREUR AS COMPARED TO FM 17-12/CONUS

s

NO REQUIRED CLOSING TIME
NO CREDIT FOR AMMUNITION CONSERVA1ION

RIGID, COMPLEX QUALIFICATION CRITERIA

INCOMPLETE CRITIQUE

Figure T-6
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STANDARDIZED TRAINING
MINIMIZES NEGATIVE
IMPACT OF TURBULENCE

RECOMMENDATION :

Commancders and Soldiers Manuals, How to Fight
Manuals, and Tank Gunnery Manuals establish
these standards. When there is 3 variance, the
negative effects of personnel rotation are made
worse because extensive individual retraining ie
required at the new station. Tank Yorce units
should, except for the mos* ~ritical local
requiremerits, adhere to the same training
stancards and procedures. This would reduce the
negative impact of personnel turbulence and
enhance the ability of the Army's individual
replacement system to support the Tank Force in
reacetime and in combat. Since the Armor Center
has proponency for development of doctrine and
the training literature and devices,

it should provide the necessary zssistance to
the field to ensure training standardization.

Standandize armon force thainding

Considen establisning a system tou accredit on
cehtify hey training activities and facilities,

(Internelates with simiforn Pessonvel Accommendotions, )
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ADDITIONAL TANK CREWMEN

12, FINDINC: THE CAPABILITY OF THE TANK IS SERIOUSLY
DEGRADED BY THE SHORTAGE COF TRAINED PERSONNEL
AND THERE IS NO READI1Y AVAILAELE SOURCE OF
TRAINED CREWMEN IN THE UNIT TO FILL THESE
SHORTAGES.

TR T
e e et s B A1l MMMMAMJ

DISCUSSION: The tank must have a full, four-man crew to be
effective in training and in combat. The loss
of one crewman reduces the capability of the
tank to sorerhing less than 507% of its effective-
ness, An individual tank crewman cannot train
in his individual position skills without the
T other crewmen present because his skills require
; their interaction. Similarly, the presence of
all crew meubers is required to conduct crew
training.

4 Field tests in M60Al tank units conducting
gunnery exercises without a gunner revealed

CONFIRMED BY that threc-man tank crews have considerable

FIELD TEST problems acquiring and engaging targets,
especlally multiple targete. In similar tests
with the M67A2 and M551 tanks, the fire con-
trol systems of these vehicles require three-
man crews to operate without a tank commander
because the tank commander has no main gun
sight. Tzectical direction and target acquisi-
tion suffered dramatically in the crewe that had
1.0 commarder., With all type tanks, the ability
to conduct sustained combat or combat-simulated
operations completely required the energies and
skills of the full crew; with anything less tnan i
a full crew, sustainability was almost impossible.

i soaab o e bt ok wiond Bz cabie Bk, . ser zemsie

Temporary arrangements =such as maintain-
ing battle rosters are self~defeating

if they include people to £fill posirions
who are not trained for th: positions chey
occupy on paper,

TR TR T

RECOMMENDATION: Authordize and assign one additionalf chewman §on
each tank (in the company/troop.

{Internefates wilh sdamitan Personnel recommendald.on, |

A TNPLS S T
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TRAINING READINESS QUANTIFICATICHN

13. FINDING:

DISCUSSION:

TRAINING READINESS

Weeks
ci 0-2
c2 3-4
C3 5«6
C4 7+

QUANTIFIABLE TRAINING READINESS STANDARDS FOR
TANK UNITS NEED TO BE UPGRADED.

The current method of measuring training readiness
in the Unit Readiness Report (URR) is subjective
and lacks credibility in the field. The goals
which must be achieved to attain a certdin train-
ing readiness condition lack clear definition.
The method presently used in the quantification
of training, i,e., weeks of training required to
achieve the goal, is subject to a broad range

of personal interpretations by the commander.
There is a need to quantify training readiness so
that it has meaning in achieving a state of over-~
all readiness of a unit without changing the
Army's training phiYosophy of decentralization or
concept embodied in the Army Training and
Evaluation Program (ARTEP). FORSCOM's initiative
to define what training must be accomplished to
be Cl1 (fig. T-7) is a step in that direction but
needs to be expanded to cover C2, C3, and C4,

FORSCOM TRAINING READINESS

TRAINING EVENT MINIMUM FREQUENCY
REQULREMENT
TANK GUNNERY All crews Annually
TABLE VIII Service ammo
SUSTAINMENT GUNNERY All crews Juarterly subcaliber
or laser
ARTEP TANK PLATOON
ACTIVE DI ENSE 807% Semiannually
MOVEMENT TO CONTACT 807 Semiannually
HASTY ATTACK 807 Semiannually
BATTLE RUN TABLE IX 807% Semiannually

Figure T-7

The DA draft URR to be tested March-May 77
retains the estimation of weeks to be Cl but
eliminates the purely subjective judgment end
uses the ARTEP as a guide. It would appear

IV=24
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b that the commander's judgment/subjective i
3 evaluaticn of training readiness should cou- 5
tinue to be incluvded in the narrative, but it
should be based on more clearly identifiable :
criteria.
:
b RECOMMENDATION : Develop URR Training Readiness Caitenia gonr
tank fonce units which includes an objective
) evaluction phocess.
i
; (Internelates with similan Personnel rc.commendation.)
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RESERVE COMPONENT (RC) SPECIFIC FINDINGS

Most findings and recommendations presented thus far have common interest
for Active and Reserve Components. The two findings discussed in the
following paragraphs are different in that they apply only to the Reserve
Component Tank Fcrce. The first is a concept by which the Reserve
Components will train and maintain a force of readily available tank crew
replacements for deployed and early deploying Active and Reserve Component
Tank Force units. The second describes a requirement to match readiness
with provided rescurces ° . Reserve Component Tank Force units. Both build
on other recommendations of improved individual technical competence,

more effective collective training, quantification of training readiness,
reliance on training devices, and improved training management.

The two recommendations that apply soecifically to the Reserve Components
are at ‘ubsequent pages.
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TANK CREW REPLACEMENTB

14. TFINDING:

THERE IS NO PRESENT CAPABILITY FOR PROVIDING

DISCUSSION:

RECOMMENDATION :

TRATNED_TANK CREW_REPLACEMENIS TO THE ACTIVE
ARMY FROM THE RESERVE_ COMPONENT WITHOUT
DEGRADING_RC_UNIT READINESS. _THIS SITUATION
IS. FURTHER AGGRAVATED BY THE DWINDLING SIZE
OF THE INACTIVE READY RESERVE (IRR).

Studies indicate that during the early days
(D+30 to D+45) of a major conflict (1982 time-
frame), battle losses will result in having

more tanks available than trained crews to man
them, By 1982, the tank fleet will be consider-
ably larger than present, while the availability
of reserve armor crewmen from the IRR will have
significantly diminished. To meet this expected
early surge on the tattlefield in the requirement
for trained armor crewmen replacements, present
conditions make it necessary to draw down other
later deploying Active and Reserve Component
tank units. In effect, this renders these units
not combat ready. This is not an acceptable
plancing concept; an alternative is rtequired.

Alternatives to meet early-on tank crew replace-
ments include drawing immcdiate replacements

(D to D+30) from within active tank units by
authorizing one additional crewman per tank, and
by training additional tank crew replacements in
the RC that are available for early deploywment
(D+30 to DH45). Under the latter plan, reservists
will be recruited and trained to high levels of
sustained proficiency in crew duties and tank
gunnery. To enhance their training, crews will
be affiliated with units in USAREUR and will
conduct annual gunnery qualification with their
host wnits in Europe. USAR training divisions
are ideally suited to provide required carrier
units and instructors. While minimum equipment
resources will be needed for training, a small
augmentation of active instructors and advisors
way be required initially.

Develop and implement the program for training
tank crew rrplacements in RC 2o defermine fgeasi-
bility and nesource requirements, Utifize USAR
thaining divisions to provide carnier undits and
Anstructons, and provide a smabll augmentation
elemen 0§ active advisors and instructons to
{nitiate the progham.

l(ln,teme,&zxu with simifan Personnel necommendation. )
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RESERVE COMPONENT ARMOR UNIT READINESS

15, FINDING:

DISCUSSION:

RESERVE COMPONENT ARMOR UNITS ARE NOT ATTAINING

AND MATNTAINING PRESENTLY ASSIGNED TRATNING
READINESS CBJECTIVES,

A program to improve the total Army Tank Force
must include required actions to improve the

readiness of RC armor wunits. Studies, analyses,

and reports reveal that maintaining training
readiness levels in RC units continues to be
difficult and generally cannot be sustzined.
Current standards require RC Armor Bn/Sqdn to
achieve a training readiness of C2 (AR 350-1),
With the exception of roundout units, FORSCOM
has established interim t:raining readiness
objectives for RC Armor Bn/Sqdn of C3.

los? ﬂﬁerw?/[é?xa/ EAlectivouess Boollysis
RES CONME TANK BATEALIOKS

ODEPLOYMENT DATES

Orz0 O+GO 0+G0 otizo Dri180
oD T
Fusc rinee COF 2% ©?2 §3
+++ 4+ +*

@% b@ Pert 40t e +

. \\\\»
E$5§§%2'3+e+ e r+ +
Figure T-8

The levels of required resources to support
the higher levels of teadiness established

by HQDA musr be quantlfied (fig. T-8). The
Army must pay the price for a reserve force
capable of maintaining the levels of readiness
required to meet total force planning.
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RECOMMENDATTON:

Resources currently allocated to support RC
training readiness (equipment, training time,
full time unit members, authorized strengthg
etc.) are recognized and accepted es the
minimum essential levels to conduct effective,
normal unit training.

Conduct a cost and operational effectiveness
analysis (COEA) of nresources cwventlfy allocated
against trhaining neadiness cbiectives. Quantify
thaining neadiness gor RC tank wnits {n terums of
hesownces nequined, activities accomplished,
and/o” nesubts achieved. Prouvide hesounces
recedsarny to attain and maintain premobilization
trhaining obfectives.
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TRAINING MANAGEMENT

All levels of management from battalion through MACOMs, TRADOC and

its training institutions, and Department of Army, participate in
training management. To be effective, responsibilities to include those
for resource allocation need to be fixed at each livel. In addition,

a systematic review and analysis capability must be provided that
includes an appropriate system for review. Currently, there are defi~-
clencies in this vital area that adversely impact on the training
environment.

Training management recommendations are discussed in detall in the
following pages.
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TRAINING RESPONSIBILITIES

-l do

16, FINDING: TRAINING MANAGEMENT RESPONSIBILITIES AT
HQDA ARE NOT CLEARLY DEFINED.

DISCUSSION: The responsibility for training at the Depart-
ment of Army level is primarily shared between
ODCSOPS and ODCSPER, A clear delineation of
responsibilicy is difficult, and may not be
possible to achieve because of the complexity
of the subject. There are, however, opportunities
to restructure and refine responsibilities and to
rewrite certain capstone documents, Such an
approach would do much to clarify the critical
program approval and resource allocation issues i
and to ensure greater training standardization.
Drastic alternatives such as giving ODCSOP3 or
ODCSPER or another agencyv tocal responsibility ;
for iraining may not be practical., There are :
accommodations that can be made and relation-
ships that can be refined to achieve this end
while avoiding the traumatic side effects of a
major staff reorganization,

k
A
'
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RECOMMENDATION : Continue working toward a solution with prionity ;
0 netaining as much organizational integrity of =
existing staffe as possible while simuftancous i
§{xing responsibility by phrogram efement gon
program approval and resource allocation.
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TRAINING DEVICES
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17. FINDING:

DISCUSSION:
}
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RE COMMENDATION :

THE TANK FORCE HAS NOT TAKLCN ADVANTAGE OF
CURRENT AND PROJECTED TECHNOLOGY Tu IMPROVE
TRAINING AND REDUCE TRAINING COSTS THROUGH
THE USE OF TRAINING DEVICES.

The potential of training devices to assist
in realistic and effeciive training at
minimum cost has just begun to be realized.
The high initial cos: of research and
development, lack of consensus of require-
ments within the armor community, lack of
centralized management, and diffusion of
development and acquisition responsibility
have prevented the development and fielding

of adequate numbers and types of training
devices.

Current technology can prorside better training
devices, This knowledge combined with present
fiscal constraints on training resources have
convinced training managers and commanders in
the field that training devices have an
important role. The extensive use of adequate
training devices could dramatically teduce the
operating and weapons training costs ol a unit,
permit continuous realistic training, avoid
expensive range and training area construction,
and free training resources to be redirected
into training where training devices cannot

ve applied. The net resilt is the ability rto
achieve and maintain a high state of unit
readiness at minimum cost. Fort Knox has
developed a strategy, [lan, and prograd but the
training devices still lack centralized
direction at the proper levels.

Establish a Product Managen foh ammox
thaining devdiced.

(Intenrelates weth simifan Development

' PP |
hocommendaticii, |
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TRAINING FEEDBACK

18. FINDING: THE EXTERNAL EVALUATION FUNCTION OF THE US
ARMY ARMOR SCHOOL_1S NOT PROVIDING ADEQUATE
REVIEW IN REGARDS TO TRAINING MATERIALS,
DEVICES, MANUALS, SQIs, ARTEPs, AND THE
APPROPRIATENESS AND QUALITY OF THE
INSTITUTIONAL TRAINING PRODUCT.
DISCUSSION: The feedback link between the Tank Force units

RECOMMENDATI(N :

in the field and the Armor Center ‘has not been
effective, As a result, the Armor Center 1is
not as aware as it should be of what is being
done by the units in the field and what impact
the Center is having on these activities.
Without this link, tank units consciously or
unconsciously modify or change important
doctrine and procedures, Examples of this are
the dissimilarities which exist in tank gunnery
between FORSCOM and USAREUR units and the
modifications being made by units to the ARTEP
concept.

This evaluation link can also be used t¢
assist units in the field in finding innovative
training solutions to effect new doctrine,

With the cooperation of the MACOM's, important
on-going training activities can be accredited
and/or certified. Products of the institution,
(trained personnel and training materials and
literature) can be systematically evaluated so
that timely institutional training adjustments
can be made.

The most appropriate agency to do this is the
Evaluation Directorate of the Armor Center with
support from the instructional departments and
Training and Combat Development Directorates of
the Armor School and Armor Training Center.

tnergize the evaluation elfements cof the Aumon
Centen 4o cooaddnate the training reviow function,
emphasizing assistance to the wits in the fleld.
Infonm fiefd armon units that they may seeh
assistance grom this efement to include requesi-
ing assistance visdts down to battalion Level.
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PROCUREMENT, DISTRIMUTION, AND DEPLOYMENT

The US Army tank fleet a* any %m% ﬁ&&ﬁﬁ'

point in time represents &
fixed asset procured for one
purpose—--destruction of the
enemy. The challenge to Army

planners is to procure the RESE ING .

best equipment and to position STAININGE FI;QS'T' @

it in such a geographic con- s

figuration and in type units [3@@2@@@@ BATTLES N

to gain the maximum combat

"j‘,

capability return on the fleet '2\
investment (fig. T-9). o
(t1r ) Figure T-9 LW;]

In the near future the Army will add significantly to both the quality ana
quantity of this tank fleet. The total armor force, active ard reserve,
tank and cavalry, must bec considered in an analysis of prior’ties for the
distribution of this equipment. In an outnumbered scenario, the best
tanks must be in the most critical locations and in units in acro:dance
with their potential to influence the outcome of the battle., Furrhermore,
armor force assets in a war reserve category will be used early in the
battle. Considerations of type storage, distribution of these assets, and
procurement of adequate numbers of subcomponents cf the end item are

crucially important to the timely integration of those assets into committed

units.

Finally, it becomes important to the armor force that equipment distribu-
tion priorities permit tank and cavalry units to be equipped and organized
in a consistent manner worldwide, While imbalances between the overseas
base and sustaining base may restrict flexibility in equipment priorities,
sufficient leverage is available to ensure that armor force organization
and equipment is consistent u.d permits interchange of personnel without
serious combaé ready degradation.

At the subsequent pages is a detailed discussicn of the Tank Force's
recommendations in the areas of procurement, distribution, and
deplovment.
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DISTRIBUTION AND DEPLOYMENT

19, FINDING:

DISCUSSION:

LMERENT PROCUREMENT, DISTRIBUTION AND DEPLOY-
MENT PRIORITIES DO NOT COMPLETELY OPTIMIZE
COMBAT CAPABILITY AND DO NOT EXPLOIT THE
SIGNIFICAN: INCREASE IN QUALITY AND QUANTITY
OF THL ARMY TANK FLEET. THE CURREN] FROL) FERA-
TION OF VEHICIE TYPES AND ORGANIZATIONS I
CAVALRY UNITS DEGRADES COMBAT POTENTIAL AXD
EXACERBATES PROBLEMS IN TRAINING, PERSONNEL
MANAGEMENT, AND LOGISTICS SUPPORI.

Plans to procure less XM-1 tanks than needed

to equip units to fight the European battle do
not capture the full combat capability
possibilities offered by current technology.

In addition, current and projected distribution
of the fleet does not always place the best
tanks in units In accordance with their antic-
ipated commitment to combat, Currently, some
lower priority, ‘ater deploying units have
better tank and other armor vehicles than units
to be committed early to battle. This is
particularly true in armor POMCLUS stocks for
REFORGER and 2+10, and in FORSCOM cavalry units
that will deploy with equipment. The DAMPL,
although providing for priority variances, does
not appear to be a sufficiently precise
managenent tool for tank distribution priorities.
Management practices need to be reviewed to
ensure the system can respond to the precise
management needs of tank iequirements and
distribution.

In addition, it is questionable whether current
wartime plans to distribute prepositioned war
reserve stockage are valid and if tanks so
positioned will be compatible with those they
are intended to replace. PWRS stockage adequacy
and planaed battlefield dist.ibution plans need
to be the subject of an iniensive teview and

analysis,
Cavalry units worldwide 'vary widelv in organiza-

tion and equipment. Europe cavalry units have a
command-modified organization while FORSCOM

IV=-35




cavalry units are crganized under the stamndard
H~series TOE, Taken together with the variances
in equipment in cavalry units worldwide, this
creates a difficult environment for training
standardization. Scouts (11D) cutrently are
trained at Fort Knox on the M113Al1 with cal 50
machine gun but in fact wuight be assigned to an
M114A2 (20mm), M151A2 (M60 mg), or a M113A1 (TOW
or DRACON). Professional developwent tisining
of soldiers rotating between u its ouogarized
differently and with differing vehicles and
weapons 1s difficuli to impossible. This ir tum
lowers unit proficiency and ccmbat capatility,

& and exacerbates the effects of rotational turbu-
i lence. This problem is significar: since cavalry
3 units comprise about 30% of the ‘otal armor force.
3 Recrganization of all cavalry - .its to the new

{ TOE would not only reduce the urgamization ard

i vehicle proliferation problem, but would sigui-

£ ficantly inc.ease the combat capatility of the

g armor force, An urgent need exists to reanalyze
J equipment priorities to permit verrganization as
rapidly as possible, with specific griority to

Europe-based and early deploying REFORGER and
2+10 units .
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RECOMMENDATION: Conduct an {ntensive Areview 0f cutent require-

ment, distrnibution, and deployr-rt pra~tices to
ensune the best tanks and assc  ted equipment
are forwarnd and in a conflgure _on 'PWRS, POMCUS,
ohganizations| where they ca . 4L :nce fhe out-
come of the battle early anc a sustained basis,

AT T

(Internelates with similarn Devet.  af,
Logis tics, and Personnel necommenaai<ons. )
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TANK SUBOOMPONENT PROCUREMENT REQUIRENENTS

20, FINDING:

DISCUSSION:

RECOMMENTDATION :

THE DiFFERENCE iN THE WARTIME REPLACEMENT
FACTOR (WARF) RATES BETWEEN THE TANK AND

ITS MASO: SUBCOMPONENTS RESULTS IN AN_APPARENT
PROCUREMENT VARIANCE THAT COULD CAUSY ISSUE OF
INCOMPLETE TAKS IN WARTIME.

Major subcompor nts of the tank that have
separate TOE lines, e.g., machine guns, search-
lights, and radios, are procured independent of
each cther, Their AAQ0 is established separately
and includes quantiiles procured both for
initial issue and to replace losses determined
by a wartime replacement factor (WAR#). Because
each subcomponent WARF is detormined independently,
a varlance exists between the numbers ni tanks
procured and the major subcomprnents, Unles-
wartime plans provide for recovory of these items
and reissue to tanks, such a difference covld
result in tanks being issued from war reserve
without essenti-l equipment.

Review procurement obfectivaet and wariime
heplacement plans 2o endure that each wariime
neplacement tank L& issued complete.

{Interrefated with samilor Logistics
recommendation. )
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ORGANTZATION/DOCTRINE

The importance of the interrelationship of doctrine, equipment ard
organization cannot be overemphasized, These factors determine how
an Army will be equipped, crganized and how it will fight. New
equipment is nearing production and deployment to the Tank Force,
The new How to Fight manuals take into account the complexity and
lethality of the modern battlefield. They stress the vital necessity
for combined arms cooperation for success on the battlefield. The
current division perpetuates the peacetime "pure" organization of
tank and mechanized inrfantry battalions which doctrine directs be
cross-attached for war. Combined arms training is a weak aspect of
Tank Force training.

TANK AND MECHANITZED INFANTRY BATTALIONS

21. FINDING: TRADITIONALLY FIGHT AS COMBINED ARMS TASK
FORCES BUT ARE ORGANIZED AS PURE TANK AND
MECHANIZED INFANTRY BNS.

DISCUSSION: From YWorld War II to the present, Armor umit
doctrine or organization for combat has not
changed. Some allied nationzl maneuver
battalions are now organized in 3 combined
arms conflguration. Similarly, US zrmored
cavalry units also have a combined organizatiom.
Combined arms operations are clearly the US
doctrine for combat.,
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Figure T-10

Figure T=10 indicates that a Tank Force unit

is only in a combined arms mode three months
a year for Peacetime training while that same wmit
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RECOMMENDATION:

will probably be in a combined arms mode

full time for combat. In the past, battalion
organizations were kept "pure" to facilitate
individual training. Initiatives to improve
individual training will reduce this require-
ment considerably. Consequently, units will be
able to spend more time training in combined arms
configurations. In a professional, highly
trained force, the concentration on combined
arms training to fight a "come as you are"
short, violent war 1s a compelling reason to
consider organizing combiaed arms TOE maneuver
units.

ihe US Army has a split in training responsibility

for mechanized units between the Armor Center at
Fort Knox and the Infantry Center at Fort

Bermning (fig. T-11),

3@&0? in Pf;ﬂmsfz#rfq

) Figure T- 11

Concurrently with ongoing doctrinal
neviews and ongand zational tesis, develop
and evafuate a combinzd anms battalion.
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SUMMARY

These recommendations are a result of a thorough analysis of the Tank
Force training system and have been validated in interviews with trairn-
; ing managers in the field. Improved technical competence of the Tank

; Force will do much to close the gap which exists between the proficiency
of the tank crewmen and supperting personnel and the capability of their
equipment,

S N S el i !‘I'ml‘.‘ﬂlw

Improved entry level and professional development training at the
institution will reduce the requirement to conduct individual training
in the unit. 1In turn, it will be easier for units to integrate indivi-
dual skills into collective skills, This will free resources which can
be redirected into more advanced combined arms training. Combined arms
training under simulated combat conditions will bring the Tank Force
closer to achieving its ultimate goal--full combat readiness.

The equipment investment and combat power return potential of the Tank
Force more than justify a far greater training investment. 7This increased
training investment must be long term and in harmony with improvements in
the other systems. These training recommendations will have a synergistic
effect on the Tank Force if they are made in a total weapons systems focus,

el s Aot ot itk ad bt ok
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It is not the capability of the tank that wins the battle, but rather
it is the ability of the crew to use the capability of the tank which
is decisive.
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ACRONYMS

AlT-A

AOBC

ARTEP

BNCOC

BAT

CaBL

DAMPL

FORSCOM

MOS

DEFINITIOCNS

Advanced Individual Training - Armor. Training given bv the
US Army Training Center, Armor at Fort Knox to enlisted
personnel subsequent to completion of basic training so as to
render them qualified for the award of an armor military
occupational speciality (MOS),

Armor Officer Basic Course. Entry level course given by the
US Army Armor school at Fort Knox to newly commissioned armor
officers,

Army Training and Evaluation Program. A Department of the Army
publication providing guidance for training and evaluating
training of units, It provides a list of tasks ranked according
to criticality which must be accomplished by each element of the
unit in order for it to accomplish its table of organization
missions.,

Basic No -Commissioned Officer Course. The Skill Level-3
training course for noncommissioned officers as a part of the
Non-Commissioned Officer Education System (NCOES).

Basic Armor Training. Entry level armor MOS training given to
newly inducted or enlisted personnel who have had no prior
military service. It is now a combination of basic combat and
advanced individual training under the one station unit
training (OSUT) concept.

Consolidated Administration at Battalion Level. A program to
move company level administration to the battalion head-
quarters. It includes the administration for personnel, supply,
and maintenance at full implementation,

DA Master Priority List, Prepared ennually and displays major

commanJjs, activities and units in a relative order which determires

pricorities for the allocation of resources.

Forces Command. The major Army command which controls forces
in the Continental Upited States, Hawaii, Alaska, and Panama,

Military Occupational Specialty. A term used to identify a

bbbt o

grouping of duty positions possessing close occupational or
functional relationship that an optimal degree of inter-
changeability among personnel so classified exists at any given
level of skill,
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ACRONYMS

OJE - On the job experience, A training process whereby trainees
acquire knowledge and skills through actual performance of
duties,

R Bl

OJT - On the job training. A training process whereby trainees
acquire knowledge and skills through actual performance of
duties under competent supervision, in accordance with an
approved plan,

PLL - Prescribed Load List. 7The amount of parts and supplies

authorized to be stored in the unit,

PR LT AL IRV

POMCUS - Prepositioning of materiel configured to unit set. Equipnment
for CONUS units stored in unit set configurations in Europa,
It is anticipated that these units will deploy to Eurcpe urder
contingency plans without equipment and "fall in" in Europe
on this equipment.

PWRS - Prepositioned War Reserve Stocks. Supplies and equipment
located near the point of intended use to support combat
consumption requirements pending resupply from CONUS.

RC - Reserve Components. The Army National Guard and the
Army Reserve.

TA¥MMS - The Army Maintenance Management System. The equipment records
and procedures used for controlling the operation and
maintenance of all designated Army materiel,

TRADOC - Training and Doctrine Command. The major Army command
responsible for training, doctrine, and combat development,

USAARMC - United States Army Armor Center. It includes all the elements
of the Army's CONUS community to include the Armor School and
Armor Training Center, It is located at Fort Knox, Kentucky.

URR - Unit Readiness Report. The monthly report originated by
battalion size units which reports personnel, logistics,
training, and overall readiness.

WARF - Wartime Replacement Factor., The factor used in determining
necessary wartime replacements, It is:.based upon judegment,
experience, and scientifically developed combat consumption
rates,
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INTRODUCTION

Fundamental to achieving the goal of optimizing the combat capability of
the US Army Armor Force is the conduct of a highly effective tank devel-
opment program. Such a program has as its objective the equipping of

Armor units with the best available tank in sufficient numbers to ensure

L
Tonk ﬂf/&é/.-.:'gu,; -
ERLECTIIVES

OMAINTEIN SCIENLE o~of TELHIOLOCY BASE

© BALANCE CPPABILITY vS THIIEAT

€ D2/ 2L BEELDNNSLL S SURALRIASLE

CVITEM
O PRLOULT INEEVE STSTEM TO SUSTAN
EFFECTIVENESS
Figure D-1

mission accomplishment. That
objective translates into four
primary tasks (fig., D-1), Full
advantage must be taken of the
opportunities provided by &
strong Science and Technology
(ST) Base to ensure qualitative
advantages in new tank develop-
ment. Adequate tank capability
rmust be developed both in terms
of superior quality and in
quantities provided by a fully
utilized production capacity to
counter all threats. The total
system approach to development,
manifested in the establishment
and execution of Integrated
Logistic Support {ILS)plans,
ensures that new tanks are fully

supportable. Finally, cver the life cycle of the tank, active Product
Improvement (PI) programs sustain the gqualitative csuperiority of the

weapons system.

Presented here is an assessment of the current development system's capa-
bility to achieve these tank program objectives.. The high level of detail
employed in describing the tank development system is essential to the

understanding of subsequent findings.
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SYSTEM DESCRIFTION

The tank develcopment prograr has
two major components: the ST
Base and System Development
programs (fig. D-2). The ST

Hle TRANY PROCRAN

ROTE == | 0K:A..07/ Base includes programs funded in
TANIC NON SYSTEM ' me==  categories 6.1 (Research), 6.2
SCICNEE & TELH BASE ] O T I T (Exploratory Development) and
: pave : FICLIEONTANIL 6.3a (Nonsystem Advanced
i Development). Formal programs
o J e —__ like the M60A3 and XM are a
1 part of the tank system devel-
| - opment structure. System
\ : péna development is based largely on
TANIC SYSTENM ! . TAN/C the technology demonstrated in
EVELOPNENT PROCUIIEIENT ST Base programs. Both the ST
MEBA MEOAS. XM “1 AmP Base and system development

programs are supported with
Research Development Test and
Evaluation (RDTE) funds. When

Figure D-2 a tank is fully developed, it

' is procured in the Army Materiel

Program (AMP). Both procurement and RDTE funds are allocated to tank
programs by the Research Development Acquisition Committee (RDAC) in the
Planning, Programing and Budgeting System (PPBS). Finally, the fielded
tank is operated and supported for the remainder of its life cycle.
Discussion here centers on tank development with a brief review provided
of the procurement process. The system supporting a fielded tank is
addressed in the Logistics Chapter.

— ——

TANK SCIENCE AND TECHNOLOCY BASE

The objective of ST Base tank programs is to discover new solutions to
problems which restrict the Army's mission performance. The dercription
of the current Tank ST system focuses on the organizational structure
supporting those programs,

Structure

Tte US Army Materiel Development and Readiness Command (DARCOM) is the
primary agency respcnsible for conducting tank ST programs. DARCOM is
actively assisted in the accomplishment of this: task by the Defense
Advanced Research Projects Agency (DARPA). DARPA, through its Combat
Vehicle Technology Programs, initiates and eventually hands off to the
Army ST Base programs designed to explore promising new system concepts.
In this marner DARPA has made a major contribution to the current state
of tank technology. Within DARCOM an organizational structure of
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Research and Development (RD)
Commands and Labtoratorics
conducts ST Base programs on
a4 commodity oriented basis
(fig. D-3). Each of these
agencies plansyprograms and
conducts research only in its
area of expertise. This means
that for a complex system like
2 tank, virtvally every DARCON
arency is involved in the ST
program. There is no organi-
Zzation within DARCOM shich
integrates the efforts of
participating ST Base agencies
irto a single, coordinated tank
development plan. This tank ST
Basc managenent deficiency is
exacerbated by an analogous
structural problem at Department
of the Army (DA) level. The
Deputy Chief of Staff for
Recearch, Developrent and
Acquisition {DCSRDA) has DA
Soaff responsibility for tenk
d¢ 2lopment, Within DCSRDA,
responsibility for tank ST BASE
progiams is split between two
hardware directo.ates (Combat
Support Systems, Weapons Systems)
(fig. D-4). Within each direc-
torate the tank program isc
further fragmented amcng a
number of divisions. Similar to
the DARCC:H structure, there is no
focal point for tank development
in DCSRDA. The same situation
¢xists in the Office, Deputy
Chief of Staff for Operations and

Plans (DCSOPS), the DA Staff agency

responsible [or establishing tank
program priorities. The tank ST
Base is fracumented at all levels
with no central , controlline
agencies identified to plan and

intezrate a comprehensive overall
program.
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Science and_Technolopy Base Prepram Develupment

USARAMCE

TRAVOC

Central to the development of tank ST Base programs is the combat developer/
materiel developes interface (fig. D-5). [The function of the combat
developer, as the user representative,; is to transmit guidance to the
matericl developer (DARCOM} in
the form of a priority listing
of requirements. The tank
combat development agency is the

@m@@mam @@RK@VBE‘E&@E US Army Armor Center (USALARMC),

Currently, the Science and

EOMBAT MATELIEL Technology Objectives Cuide
DEVELOPER DEVELOPER (STOG) and the Armor Development

Plan (ADP) are¢ the publications
used to transmit user guidarce
to the DARCOM community. The
STCG, published by DCSRDA, is a
document containing broad guid-
ance on all Army development

re6 interests. The ADP, published
annually by USAARMC as &an
unofficial document, deals only
with tank development and offers

Loul s D2V PLAN
e —

REQUIREMENTS

= 0CSROA

QEQUIRSMEN TS PROGRANG  TH1OANcE a detailed assessment of capa-
ASH (RD) bility deficienciss that must be
PDAC DoHAE addrescad bv future ST Base
programs. The DARCOM RD Commands

and independent laboratories use

the STOG, and to a lesser degree

the ADP, as guides during program

formulation. Guidance is also

Figure D-5 provided by the Director, Defernse

Research and Engineering (DORE),
Office of the Secretary of Defense (0SD) and the Assistant Secretaryv of the
Army for Research and Development (ASA(RD)). Proposed programs are
forwarded through DARCOM and DCSRDA to the RDAC for consideration in the
PPBS process. 1f resources are allocated for a program, funds are allotted
to the appropriate DARCOM agencies Ior project executjon.

TANK SYSTEM DEVELOPMENT

[

The tank system development process refers to the application of the
materiel acquisition system to the development of zanks. The XMl program
is an example of tank system developuent . Ln contrast to the cdescription
of the ST Base wiich focused on identiiving participating organizations,
the description of the tank development svstem will orient on the materiel
gcquisition process and associdte orgariuations with that process,
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3 System Charscterictics

t LA CUNATAT AYLT

} The tank development swstem is

i . v \ best described by highlighting

: [ { ! ! ‘ five of its key gharac?eristics:
‘ R @ T ] higle Ic.w'ol dimsx‘or:s; Jmliependent
3 LEveEr o ey analysis, extensive testing,

E: herse L T periodic review, and Integrute!
L ‘"ﬁﬁ;f:",’;"" @E Logistic Support (1L3) planning
; Each of these characteristics
(fig. D-6) 1impacts heavily on

51 ! the ability of the systen to

iy PARTEsL L 1 ‘E-v: develop an affordable, suppert-
, G??.—‘.’;E;-« — ! R able tank in a reasonable time
L‘ ‘ frame.

o 3

Vi

! {

n
&
ﬁ Figure D-6
EL Levels of Decision
‘
5 LA 2L \ Current materiel acquisition
- Fel ! : s . s . ,
Eﬁ [L’ALEYJL%LJ </ »JL‘ \.11 - A policies differentiate between
3 \ ma jor and nonmajor systems
o os o Aot | Récoromie /-!ch‘ifﬁ"’; primarily on g funding threshold
] ANPRCYA L RPZLSPAL L D0CdnmEnT TERCIHCD Lasis (fig. D-7). Because of
3 -~ . csn ( ; Rore high program costs, tanks are
4 MA DY i s€cacF sA | PECiSoM 123504 invariably classified as major
3 PrOG. Do - :CD‘;'\:;'?"";';“V ! pemA systems. The Defense Svsteis
: - | ¢ | A34%C I i I Trcoa J Acauisition Keview Council
(D3ARC) and the Army Systems
Acquisition Review Council
Mo ‘ - ! 1 vore (ASARC) provide the forum in
Miionr ,g‘;ﬁ'fo: Cpeveropmrl] s S5%2% {which senior officials review
PRoG. | = Reo i pLawn | PEmA development issues and madke Key
i IPR , !c-‘zno—‘ gecisions o a periodics basis,
Those issucs are communicated
by Army Tarnk Program Managers
(PM) in a Decision Coordinating
1 Paper (DCP).
Figur D-7
V-6
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Figure D-9

V-7

Arnalysis

A number of agencies and staff
elements take part in the accom-
plishment of analysis requirements
in the tank development process
(fig. D-8). While the primary
analysis tool, the Cost and
Operational Effectiveness Analysis
(COEA), is a Training and Doctrine
Command (TRADOC) produzt, both
DARCOM and DA actively participate
in the conduct of that study.

COEA findings are reviewed by DA
and OSD. In the case of a high
level interest program like the
AMl, the COEA results are also
evaluated by the Gerneral
Accounting Office (GAO).

Testing

A mandatory preproduction test
program ensurez that new tank
systems are ev. -ated under both
engineering and operational con-
cditions prior to each program
decisicn point (fig. D-9). The
Operational Test and Evaluation
Ageney (OTEA) conducts all major
system Operational Testing (OT)
¢n an independent basis and
reports results directly to the
ASARC. Development Testing (DT)
is conducted by the Test and
Fvaluation Command (TECOM) for
tl. - Tank P¥. 1In wadition
to DT and 0T, TRADOUC and OTEA
corduct an active Force
Develapment Test and
Expecimentation (FDIE) program
a7 = 11 ADOC Combat Arme Teegt
Ao (TCATA), the Combat
wupment Experimentation
sznd (CDEC), and combat
velopment center test boards.
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Figure D-10

Irteprated Logistic Support

Integrated Logistic Support
(iLS) (fig. D-10) includes
all elements necded to field
and support an end item of
hardware. The plannirg and
fielding nf the ILS package
for a tank along with the end
item represents the total
system app.oach to development.
ILS is, ir fact, an inaccurate
title because,in addition to
purely logistic considerations,
the package includes all train-
ing and personnel provisions
essential to the fielding of
the new system. The importance
of adequata ILE planning cannot
be overemphasized. Historical
evidence indicates that tank

systems fielded with inadequate ILS packages, such as the M60A2, incur

significant readiness problens.

Therefore, 1LS planning is as critical

to system opcerational effectiveness as the development of the tank itself.

The coordination of end item and ILS development, the total system approach,

is the cornerstone of any successful tank program.

of
HIERS\ASTIREIM]

System Overview

The tank development cycle
consists of a basic framework
of five sequential phases leading

Egcoucﬂ',to the deployment of a system

(fig. D-11). 1n cases where
developrient is routine, several

of these phases (Validation, Low
Rate Initial Production (LR1E))
can be¢ ecliminated. ASARC/DSARC
— reviews are scheduled between
phases to allow high level
decisionmakers to consider key

pProgram issues. As an objective,
the fime Timit from Required
Operationz1 Capability (ROC)

T ——
FUMNETION | CCHEEPT WWALIDATICN ¢ FSED LRIE
oog:cyr LoAa LOA ROC ROGC ROC
RECORD
2004 SUE scur'cE | iwoculrioN
PLIMARY CONCEPT m;g:zg:;f SiE st LU;L DErOvMEN I
BLCTeviT v EveaL P v P
oEv DEV
(7 TV IIVEA DUILINE [ 2% oLV
DOLUMENT OEV. FLAN eLan PLAN FLAN LN
orr or g or Ir
resrme s Qr r er I or or
oecision § v v \ Y
pesoPs ASRC T ASATEC IT AsAwc oL ASAKC ITa
ROmI DSACE T osarc I ADAS_Q‘-A’f_"']:'___.—_-
Figurc D-11
V-8
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approval ( ASARC/DSARC
achieverenc of Initial Operational
Czpability (10C) duiling the pro-

duction nhase should be no longer
than 5 years,
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Changes pendine

in the nateriel acquisition systen,
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centered around the notion of describing requirements in terms of mission
needs, will require précedural changes in early development phases but
will not substantially change the current process.

RESOURCE ALLOCATION

The Army Planning Program and Budgeting System (FPBS) provides a process
at DA level to allocate resources in support of Army requirements. Both
ST Base and tank development programs are funded in the Research Develop-
ment Test and Evaluation (RDTE) Appropriation. The Director for both the

RDTE and procurement appropriations is the DCSRDA. The DCSRDA exercisas
his PPBS obligations through the RDAC.

RDAC Operations

The function of the RDAC is to
establish the RDTE and Procure-
ment programs to suppert Army

RPAC MEMBERSRIF

e RPAC

Program Objective Memorandum
[a5A00) [pesiez] [Wee ) [pace] (POM) and Budget submissions.

RDAC membership (fig. D-12),
) includes user representatives

1 s e | (TRADOC, DCSOPS), materiel
M‘l {rmpacl [Dm'ws! M developers (DARCOM) and DA
programers (DCSRDA, DCSLOG).
The RDAC meets on a semiannual
basis. A series of preliminary

reviews is held prior to those
lmﬂ,cs ] !9"1. AR meetings at field agencies
responsible for RDTE and pro-
curement program development,

i bli
W rmmm - E@ Those reviews establish a forum

for early program discussions
between DA and field personnel.
Programs proposed by field
elements are then further
Figure D-12 refined by responsible DA
elements. Problem areas
identified during that process are cited as issues for discussion at
the PreRDAC. 1In all meetings the discussion of program issues is struc-
tured by Capability Category (CAPCAT). A CAPCAT is a broad mission area
within which systems fulfilling similar or related functions are grouped.
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Figure D-13

ASARC/RDAC Interface

PGRC /BRC

_./\\
Telmysm

The final KDAC results are
reviewed by Army Secretariat
elements and submitted to the
DCSRDA for approval! (fig. D-13).
The RDAC results are then
reviewed by either the Program
Guidance Review Committee (PGRC)
for the PO submission or the
Budget Review Committee (BRC)

for the Budget submission. Fol-
lowing that process, RDAC results
are consiaered by the Select
Committee (SELCOM) and forwarded
to the Secretary of the Army (SA)
for approval.

Central to the Army Tank Program is that process by which ASARC established
resource require=ments ar2 accommodated in the annual PPBS process (fig. D-14)
ASARC decisions establish program resources requirements as recorded in the

Decision Coordinating Paper (DCP).

As a part of each ASARC process, the

affordability of the system being considered is evaluated in terms of the

TANK RESOUREE ALLOCATION

ASARC
PROGK AM

PROGES M
ERECUTION

R
FUNOED
=

OIS 10

Figure D-14

RIZSOWRCE

TANK
SYSTEM
[T Y

new program's impact on total
Army requireu.cnts and expected
assets. On a semiannual basis,
the RDAC considers the afford-
ability of all development programs
in the context of establishing the
RDTE and Procurement Programs/
Budgets. Basic program resource
requiremerits, as established by
the ASARC in the DCP, are con-
sidered in the RDAC allccation
process, If the resources
provided by the RDAC vary
drastically from those required
in the DCPP, a special ASARC is
converned to reconsider the
desirability of continuing the
program, Thus the RDAC, on a
periodic basis, considers

ASARC established requirements
and allocates resources to
programs within the larger
context ol total Army nceds,’
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FINDINGS AND RECOMMENDATIONS

ach phase of the tank development system wes evaluated in terms of its
apability to satisfy stated program objectives. Findings and recom-
endations are rank ordered in terms of their impact on the primary
ission of the Army Tank Development Program: equipping Armor units with
! he best available tank in sufficient numbers to courter the threat.

1 rhan e SR sk irh 2o du i i

VERALL ARMY TANK STRATEGY

1. FINDING: THE ARMY 1S CURRENTLY WITHOUT A VIABLE TANK
DEVELOPMENT AND PROCUREMENT STRATEGY.

VAR STRATEEY ISRUES

O LURRENT HI-LOW KM /M0
Mix CONCEPT,.. DBSOLETE

i e 1 i

OMED SEWIES RLRERDY OBSOLETE

O EXTENSIVE Moo PI NOr eosT
EFFECTIVE

a QUHASE MARK U)X DF EY 28 840567
i OIRECTS NEW LOOA
L
[X

T

1 Figure D-15 E

DISCUSSION: The primary objective of the Army Tank Program is
to produce the best available tank in sufficient

3 numbers to counter the expected threat. The

current Army strategy of producing a low density

XMl fleet to operate with a large M60 population

is totally inadequate to satisfy that objective

3 (figure D-15). The M60 series tank, representing

4 largely 1950's technology, is obsolete when compared

to the 1980's Soviet threat. The exteusive modi-

fications beyond the current M60A3 package required

to give the M60 an even marginal aualitative edge

over future threat tanks are not cust effective

3 options when compared to procuring vhe XM] in

: larger than currently planned numbers. Therefore,

¢ the current strategy of a HI1/LOW XM1/M40 tank fleet

in the 1980's is no longer viable; the LOW side is

f
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RECOMMENDAT ION :

already obsolete. Furthermore, the House Armed
Services Committee (HASC) mark-up of the FY 79 Army
Budget indicates that the Cangress also considers,
for the reasons cited above. the current Army Tank
Program Strategy to be unacceptable.

A comprehensive study of the overall Awmy Tank
Pregram must be {initiated. The study muwst be
completed {n time to meet FY 79 Budget submission
hequinements.

(Interrelateswith similarn Tmainina recommendation)
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TANK SCIENCE AND TECHNOLOGY BASE

2. FINDING

NO SINGLE AGENCY WiTHIN DARCOM 1S RESPONSIGLE FOR

COOKDINATING ALL TANK RELATED ST BASE PROGRAMS.

TANK SCIEHCE md TECH EASE STRUC TUZE

MMRC
ALk
MNRATESIELS

HEL
- TANK
Nurntn N
FRCICRS

MIRADCOM
TANK
MISSILES

DISCUSSION:

RECO-MENDATION:

@&R@@u\l RE@
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TANIC COORD,
ELEAENT ﬁ’-\\

HER R E0M

EouNEs-
MINE

FrRARAHOCCH

CrARCOM RICADLOM

VA0S TANK TANK ENnGInE
NIGHT vISION AROMAMENT susf..fnm}
Figure D-16

A primary task of the tank development program is
the maintenarce of 4 strong ST Base. The current
DARCOM Tank ST Base effort is seriously degraded
because of a lack of central control and direction.
Virtually every FD Comiand and indeperdent l:iborae-
tory in DARCOM coiducts ST programs that are tank
related. This overall research ceffort is noc
coordinated by any agency iuto an intcgrated devel-
opment plen, Such a plan is necessary to ensure
that the various subsystenm technologies reauired
to develop uew combat vehicles ove demonstraced in
compatible time frames.

DARCOM desdignate cne efermeat ¢ coentrcl 428 tank ST
Base proghams |§ig. D-16).
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3., FINDING:

CURRENT OFFICIAL REQUIREMENTS DOCUMENTS DO NOT

DISCUSSION:

RECOMMENDATION:

ADEQUATELY ESTAULISH USER TANK DREVELOPMENT
PRIORITIES.

In order to adequately guide 5T Base programs a
mecihianism must exist to provide detailed user
requirements and priorities to maceriel developers
in a timely manner. Currently, the STOG is the
document which provides that link. The STOG,
however, contains only broad guidance for tark
development because it must provide requirements
for all programs across-the-board. The Armor
Development Plan (ADP), published by the Armor
Center, provides extensive guidance on user tank
requirements (fig. D-17) and 1s the ideal

link between the combat and materiel developer
communities. However, the ADP i1s not distributed
as an official document because higher headquarters
sitaffing requirements cannot be accomplished in a
timely manner. An official ADP, published annually,
would provide the forum necessary to adequately
guide the ST Base.

L
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Figure D-17
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§ DA ORGANIZATION

4, FINDING: DCSRDA CONTROL OF TANK PROGRAMS 1S FRAGMENTED.

L

4 DISCUSSION: The effective control and management of tank

i related programs in DCSRDA can only be achieved

if those programs are directed by a single,

adequately staffed element. Currently, tank ST

Base programs are managed by elements of the two

DCSRDA hardware directorates. Tank system

programs are managed by the Armor Team, Weapor

and Combat Vehicle Division, Weapon System

Directorate. Thus, control of tank related

programs is badly fragmented. Further, analysis

of the FY 78 Budget indicates that the Armor Team

is significantly understaffed in comparison to

other Weapon System Directorate elements (fig. D-18).

If the number of RDTE Projects and Procurement lines

managed per officer is used 4s a measure of work
load, the Armor Team carries a management burden

which is 567 heavier than other Directorate elements.
learly, if the current tank management structure

in DCSRPA is t©o 1. improved, consolidation of program

control and starfing issues must be addressed.

Lrror 7aamr STEARRING

ELEMENT PROJ /'e REL/TIVE

[ MISSILES amdd IR OFFICE WoRK LORD
VEFENSE DV z.4 l.oo

1 AVIATIEN D1V 3./ .26

E

3 WERPONS 5 COMBAT

% VEH O1Y 3.5 I-46

: ARMOK TEAM 374 /.66

Figure D-18

RECOMMENDATION:  Centrafize the DCSRDA management of all tank nrelated
proghams, including training devices, in o single,
i adequately staffed controllang element,
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INTEGRATED LOG1S5TIC SUPPORT (ILS)

Total system development, the concept
support items as a single package, is
weapon program. Tank development, in
end item oriented. This condition is
board failure of responsible agencies to execute ILS planning and review
requirements (fig, D-19). While problems with Readiness Command, DARCOM
and TRADOC support of ILS requirements have largely been corrected,
potential problems still exist at PM and DA level.

of building a tank and all of its
the cornerstone of any successful
contrast to this concept, is highly
characterized by an across-the-

VAN LS BIElDINeGs

©PMs NOT CONDULTING DETRILED ERARLY
PLANNMING

@ RENDINESS COMMMND... NOT INVOLVEY
O NO DARCOM HO REVIEW

© 7RADOC SUPPORT.,, UNCOORIINRATE D
O NO DR ASARLE REVIEW

Figure D-19
5., FINDInG: THE TERM INTEGRATED LOGISTIC SUPPORT DOES NOT REFLECT
THE FULL SCOPE OF ACTIVITIES INCLUDED IN THE ILS
PACKAGE.
DISCUSSION:

The 1LS planning package includes training and
personnel considerations as well as traditional
logistic issues. The misleading titie of this
critical package has caused it to be given little
attention by non-logistic agencies. The name of
the package should be changed to mcre accurately
reflect the centents of the product.

RECOMMENDATION. The current ILS system should be renamed Integrated
System Support.
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6. FINDING:

TANK PROJECT MaNAGERS (Fr) ARE NOT CONDUCTING DETAILED

DISCUSSION:

RECOMMENDATION:

PLANNING EARLY ENOUGH IN THE DEVELOPMENT CYCLE.

Tank PM's are delaying the conduct of detailed ILS
planning until their programs enter Full Scale
Engineering Development (FSED), While this practice
is in conflict with the.provisic , of the DARCOM
Supplement to AR 700-127, it is done to avoid the
costs of paying more than one contractor for detailed
ILS plans. This strategy makes it impossible to

develop complete Logistic and Training Support Packages

for OT 11, This forces the PM to either extend FSED
and -conduct an OT 1lla or enter a Low Kate Initial
Production (LRIP)} phase and run an OT I111. Either
option delays a full production decision, an expensive
proposition. Thus, the front end cost savings achieved
by delaying ILS planning are lost when the effects of
that strategy cause production delays later in the
program. Moreover, the planning delay strategy makes
the accomplishment of many parts of the 1ILS package

a high risk effort.

Tank PM's must compfy with the 1LS plfanning requirements

of the DARCOM Supplement to AR 700-127.
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7. FINDING:

RESPONSIBLE DA STAFF AGENCIES ARE NOT REVIEWING ILS

DISCUSSION:

RECOMMENDATION:

PLANS PRIOR TO PROGRAM MILESTONES.

DA Stafi elements are required to review the status
of 1LS plars before each program milestore. To
date, those plans have not beer adequately reviewed
for tank programs, and 1LS has been given inadequate
consideration in the ASARC process. 1n view of the
Army's consistent record of failure in tank 1LS
piannirg, as evidenced by eardicer tank programs, it is
imperative that the resulis of a detailed ILS review
by DA Staff elements be a key element in all ASARC
deliberations. Moreover, the DCSLOG, who has DA
Staff responsibility for ILS, must ensure that those
issues are giver adequate consideration in all
program decisions.

The nesufts of a DA Stafé review of ILS planning must
be a mandators ASARC agenda {tem. Tne DCSLOG should
be made a regufan member of the ASARC.
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TANK TRAINING DEVICES

8. FINDING: THE TANK TRAINING DEVICES (TTD) PROGRAM 1S
UNCOORDINATED.

ARMNOR TRANINGEG DEVIGES

TYPES " NUMBER DEVICES  RLENCES INVOLVED

TANA GUNNERY . ... .. 9 UsaprmMe
TRADER
TALTIERL SIMULATION. , Il PM TRRVE
MICOM
NONSYSTEM DEVICES. .. 14 ARRAYLoM
RARMEOM
SYSTEM DEVICES. ... 10 PM-Mo0
TOTAL 44 PM-XM L
TASO
ch __
/70
Figure D-20

DISCUSSION: The development of effective TID to support
training on the ernd item tank is critical to
achieving the objective of total weapon system
development. Tank PM's are responsible to
develdp TID for their systems as an integral
part of the overall program. In actuality, much
of that responsibility has been delegated to PM
Training Devices (PM TRADEY. In addition to the
split of responsibilﬁty for system TTD, other
types of TTD (gunnery, tactical, non-system) are
managed by a large numher of different agencies.
This fragmentation of TID program responsibility,
coupled with the fact that TRADOG has not proviced
timely requirements informaNion, has led to a
breakdow:. in the tapability of DARCOM to field TID
systems. Intensive management of TTD programs is
required to correct this critical projylem.

RECOMMENDATION:  Estabfish a Product Manager gor Tank Training
Devices,
(Intewrefates with similar Training mecommendation)
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AFFORDASILITY ANALYSIS

10. FINDING:

DISCUSSION:

RECO:MENDATION:

Fhe AECO20NBILITY PROSLEM

Asnu'e LECISIONS
O RESOLVCE NECUNEMENTS
CAILESTCNES [ SCHEDULES
CLONG WANGE RFFOROATILITY i

CLONSTRAINER
KESOUKRCES

ROAC DECISIONS
CNERR TECM KIIE J PRCC MI
CFORCE BRLANCING
8 AFEOROROITY v POIORITY

Figure D- 21

AFFORDABILITY REVIEWS OF DEVZLOPMENT PRCCRAMS DO

NOT ACCURATELY PROJECI IHZ RESOURACE L:PaCl OF [HE

O TN
NEW SYSTDM.
Ak wduibd

There exists & need to uperade the Army's capability
to conduct affordability reviews in support of both
ASARC and RDAC decision processes. In the ASARC
process, the resource impact of the program being
considered on appropriations other than RDIE and
Procurement is not measured with any real precision.
For a tank system, where «0° of the life cvele cost
is Operation and Support, this meass that decision-
makers are not bLeing provided with accurate lons
range resource impact i1alermacion.  ASARC decisioos
are input to the RDAC pracess where program bolance
ing is a key concern. Wwilhin the co.text of thc
RDTE and Procurcrent Appropriations, the RDAC 1s
faced with a similar prodlem

Lem 1n estimating
relativelv chpors oovm

nenis 1N a resource
constrained enviroameni, If, ror example, train-
ing development costs are underestimated in the
original ASARC arfurdasilrty analvsis anrd tie
RDAC cannot make up the dedlcrence. the program
may have to be slipped. In its new time schedule
the ASARC may decide that the proeram is= no longer
a desirable erfort. Thus tpne airordanilite
analyses supporting horn fie ASASC aad ADAC
critical to the docisitonm. sing process and mus
be inproved.
The arrscved D o oy wdidn awr ASdotda-
bolity Avaduscs Susgom 8- culd b

o
bo o
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to ensute L @iojuack 0n LIS amrlomendaiion,
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SUMMARY

_Tank Scieace cnd Technology (ST) Base

‘ Fragmented control! of the Tank ST Base prevents the realization of maximum

; effectiveness from the critical resource (fig. 23). Counsolidation of con-

' trol through the fixing of management responsibility for tank ST Base
programs is necessary at both
DARCCM and DA. A strong ST Base,
indispensable (o the army Tank
Program, cannot be achieved until
organizational deficiencies cited
here are corrected.

MALCOR EFIDINGS

Serence ox 7ecb Lase...

i
o
ol
L
h

System Development

i

p O FRAGMENTED... UNCOORDINATED The tank develcprent process is
q . . not conducted on a total system
i Ta"kQ(fSTM ”eué/op‘“&‘?t' basis. The process is end item
a CEND ITEM ORIENTED. . oriented with little emphasis

; LOW ILS INTEREST afforded ILS consideration. In

Tauk PPES view of the fact that over the

life cyclr of the system 1LS is
OUTYATED TANK SIRATEGY ascritical to tank effcctivencss

as end item design, the lack of

a total system approach tc cevel-
opment is a critical deficiency.
Without a complete revitalization
of the ILS planning system, tae
Army will continue to fail in its
attempts to field systems that
achieve their potential combat

Figure D- 22 effectiveness.

Tt

Tank Rosource Allocation

The current Army Tank Program will not achieve its .rimiry mission of
fielding the best availalle tank 1n sufficient numbecs in a timely fashkion

:
§ to meet the threat, The stratewy upon which the program is based is

f obzolete.  Thal strotenv. based upon a HIGHA OW xM1/:60 tank fleet, fails

i to recogrize tne ract that the Mb0 tenk will be obsolete before the strategy
L 3
: van be executed. A comprehensive review of this issue should be initiated.

4

; -

J SUaiad £y

%

k Serious deficiercies exist in the ability of the current tank development

g

syslem o meel any of 1ls stated objectives, Implementation of the reocom-
rengations oflered her: would allew tne Aramy to capture the full eriect of
techneiosical opperienlties in fielding total tank weapon systen- in
sutficien nuabers to maximize overall combat potential.

-
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ACRONYMS

DEFINITIONS

ADP - Armor Development Plsn. A plan published annually by

AP - Army Msteriel Plan.

the USAARMC which establishes guidance and priorities
for future armor materiel development projects.

elements of procurement deta. Prepared semi-annually by
DARCOM,

ARRADCOM - US Army Armament Research and Development Command. A

DARCOM command primarily responsible for all armament
research and development programs,

ASARC - Army Systems Acquisition Review Council, The forum for

substantive review and determination of the status of
Army major materiel development programs,

ASA(RD) - Assistent Secretary of the Army for Research and

Development. The member of the Army Secretariat
specifically responsible for the Army's Research
end Development effort.

BRC - Budget Review Committee., The committee responsible to

ensure the proposed Army Budget adequately implements
approved plans and programs.

CAPCAT - Capability Category. A4 mission area within which

programs with the same gensric functions are grouped,

CDEC - US Army Combat Development Experimentation Command.

A TRADOC command responsible for small scale Force
Development Testing and Evaluation,

COEA - Cost and Operational Effectiveness Analysis. TPADOC

study conducted to determine the military worth of a
new system relative to existing capabilities,

DA - Department of the Army, The executive part of the

Department of the Army at the seat of government,

DiRCOM - US Army Materiel Readiness and Development Command.

Major DA subordinate command responsible for the
readiness and development of matériel.

DARPA - Defense Advanced Research Projects Agency. An agency

under the staff supervision of the Director of Defense
Research and Engineering which conducts basic and
applied research and development for designated advanced
projects.
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ACRONYMS

ICP - Decision Coordinating Paper. An OSD acquisition

decision recording document which presents rationale for
starting, continuing, reorienting or stopping a

selected program at each critical milestone in the
development process.

DCSLOG - Deputy Chief of Staff for Logistics. The officer

charged with DA Staff responsibility for the management
of DA logistical activities,

DCSOPS - Deputy Chief of Staff for Operations and Plans. The

DCSRDA -

DDRE -

DSARC -

or -

FDTE -

FSED -

GAO -

officer charged wi*h DA Staff responsibility for
strategy formulation, overall force development,
establishment of requirements and priorities and
the utilization of Army forces,

Deputy Chief of Staff for Research, Development, and
Acquisition, The officer charged with DA Staff
responsibility for the research, development,

test and evaluation, and the planning, programming and
budgeting for the acquisition of materiel obtained from
the five procurement appropriations of the Army.

Director, Defense Research and Engineering., Individuai
rgsponsible to the Secretary of Defense for the conduct
of all research and development activities for the
Department of Defense,

Defense Systems Acquisition Review Council, An advisory
body to the Secretary of Defense on the acquisition of
major defense system programs and related policies.

Development Test, Testing of materiel systems conducted
by the materiel developer to demonstrate that design risks
tave been minimized, engineering development is complete,
and that systems will meet specifications.

Force Development Testing and Experimentation. Tests
conducted to evaluate new concepts of tactics, doctrine,
organization, and new items of materiel.

Full Scale Engineering Development. A development phase
in which a system, including all items necessary for its
support, is fully developed and engineered.

General Accounting Office. Investigative agency of the

Congress of the United States.
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ACRONYMS

HASC

ILS

10C

LOGCAP

LOGCEN

LRIP

0SD

oT

OTEA

PGRC

PI

- House Armed Services Committee, A committee of the
House, of Representatives responsible to formulate and
review legislation dealing with the Armed Services.

- Integrated Logistic Support. The process through which
iogistic considerations are integrated into the weapons
design effort and all elements of the logistic support
system are planned, acquired, tested and deployed.

- Initial Operational Capability. The first attainment of
the capability by an MIOE unit to employ effectively a
production item or system,

- Logistic Command Assessment Project. A DARCONM review
system designed to evaluate the status of ILS planning
in a development program.

- US Army Logistic Center. A TRADOC command responsible for
the development of logistic concepts and doctrine.

- Low Rate Initial Production. A development phase in which
a low production rate is maintained to reduce the Government's
exposure to large retrofit problems while still piuviding
adequate numbers of hard-tooled production items for final
tests,

- Office of the Secretary of De.ense. A staff designed to
advise and assist the Secretary in the overall operation of
the Department.

- Operaticnal Test. Testing and evaluation which is
accomplished with typical user cperators, crews or units
in as realistic an operational environment as possible to
measure the military utility of materiel systems,

- US Army Operational Test and Evaluation Agency, An agency
responsible for supporting the materiel acquisition and
force development processes by exercising responsibility
for all operational testing and by managing FDTE, and
jeint user testing for the Army.

- Program Guidance Review Committee, A committee that
assists in the preparation of the Program Objective
Memorandum (POM) by developing proposed program guidance,
reviewing and analyzing Army programming actions and
making recommendations to the SELCOM,

- Product Improvement, The configuration changes or
modification of an item of materiel to improve safety,
enhance operational capability, increase availability or
reduce costs.
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Project Manager. An officer charged with the
responsibility of developing, procuring, producing,

and supporting his system in accordance with his
charter.

Project Manager, Training Devices. A PM whose primary

function is the development of nonsystem training
devices.

Program Objective Memorandum. A document which formally
transmits to OSD the Army's proposals for resource

allocation in consonance with established program
guidance.

Planning, Programing and Budgeting System. A system
used to articulate the strategy; size, structure and
equip the force; set programing priorities; allocate
resources; and ensure readiness of the total force.

Research and Development. The process by which the
objective of the timely development of weapons, equipment
and systems to meet Army requiremenls is achieved.

Ressarch Development and Acquisition Committee. A committee
which provides advice and recommendations to the DCSRDA in

carrying out his materiel acquisition responsibilities,
particularly the development of a material acquisition
program.

Research, Development, Test and Evaluation. The process
by which new ideas for weapons, equipment, and systems
are fully developed, tested, and evaluated.

Required Operational Capability. A document which
state< concisely the minimum essential operational,
technical, logistical, and cost information necessary to
initiate full-scale development or procurement of a
materiel system.

Select Committee. A committee established to review,
coordinate, integrate, act, and where appropriate, make
recommendations to the CSA/SA on all matters pertaining
to programing, budgeting, and major policy.

Systems Intepration. The process by which the functions
of complex subsystems are combined to optimize the
effectiveness of the complete system.

Science and Technology. That portion of the Army RDTE

program dealing with resecarch, exploratory development
and non-systems advanced development.
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USAARMC

Science and Technology Objectives Guide. A document
published annually by the DCSRDA which establishes ST Base
program objectives and priorities for materiel developers,

US Army Tank Automotive Research and Development Command.

A DARCOM command established to conduct research and
development for the Army's worldwide vehicle program.

US Army Tank Automotive Readiness Command., A DARCOM

command responsible for the readiness of all Army
vehicles. )

US Army TRADOC Combined Arms Test Board, A TRADOC
command whose primary mission is to conduct large scale
Force Development Test and Experimentation projects.

US Army Test and Evaluation Command., A DARCOM command

responsible for all Develepment Testing in suppert of
materiel syster: programs.

US Army Training and Doctrine Command. A major command

established to develop and manage programs to train the
Army, function as the Army's primary combat developer,
and command organizations and installations as directed
by DA, -

TRADOC System Manager., An officer responsible to
coordinate and develop sll TRADOC input to major weapon
system development programs.

Tank Training Device. Any device, classified as either
system or non system, which supporcts tank training
through substitution, miniturization or simulation

of the actual training task,

US Army Armor Center. A TRADOC command responsitle for

all armor related combat and training developments as
well as the individual training of ail armor related
skills,
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INTRODU CTION

Military managers are faced with an ever-increasing rate of technological
change. This rapid change has frustrated strategic planners and accelerated
the rate of equipment obsolescence. Further complicating the management
challenge 1is the realization that within the next 10 years the Army will
receive a significant number of totally new weapon systems, the greatest
influx since World War II, with a capability for a range of destructiveness
not yet seen on any battlefield., These changes have created a demand for
better and more effective management methods.

The Army basically uses a functional management concept with emphasis on
developing and sustaining combat ready units. With such an orientation,
the current management process is not structured to optimize the

combat potential of projected systems or of selected systems currently
fielded. The Army must decide what management processes should be imple-
manted to ensure the combat effectiveness of these weapons is exploited.

The shortcomings of the current management system are not difficult to see
or understand., 1In fact, they are universally recognized and accepted.

The problem currently facing decisionmakers is how to correct these
deficiencies or how to exploit the capabilities of modern weapons knowing
that these deficiencies exist, Managing by using & weapons systems
approach appears to be one technique with great potential.

Vi-2
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CURRENT MANAGEMENT STRUCTURE

There are many ways to structure the Army for management purposes. The
Army has been traditionally managed by functional areas, such as Operations,
personnel, logistics, etc. Management personnel are normally divided into
staff sections which concentrate on a particular functional area. Each
staff element attempts to maximize the effectiveress of its specific func-
tional area. While the impact of this effort on other functional areas is
taken into account, it is not an overriding consideratiorn.

The Army also uses other management techniques (fig. M-1). There are
geographical groupings to manage overseas commands, project management for

selected high cost systems in the development grocess, and ccmmodity
commands for select commodities.
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A major effort was conducted to determine how tank forces are
currently managed through the present organizational structure.

Fig. M-2 depicts the results of this effort and indicates all

the agencies, staffs, offices, and departments currently inveolved

in managing tank forces at MACOM-level and above, Although this
version is indecipherable, it clearly demonstrates the difficulty
in trying to coordinate all the activities necessary to focus
attention on a tunk-related problem through extensive bureaucratic
layers. Understanding how to approach a problem in a timely manner,
in the current complex structure, is about ag clearly defined as 1is
figure M-2., The problem facing decisionmakers today is how to work
their way through this wmaze tc rapidly focus attention on issues and
formulate decisions in a timely manner., This is often a time-
consuming task.
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This complex structure has evolved through years of trial and error and
numerous reorganizations with the fixed goal of providing the most combat-
ready force possible with the resources provided. To a degree, these

efforts have been successful. Personnel do arrive in urits, training is
conducted, mainterance is performed, and spare parts arc issued in response

to requisitions. These activities, however, are substantially less than 100
percent effective due to the limited ability of the system to focus on specific
weapon systems in accordance with their battlefield importance.

In the review of the

current management

process, B4 deficien- N
cies were identified ; )
that adversely impact g)c)% O

:Pontthe tanktsy:f;tem. REQUIRE )\
inety percent o . AMBCONM Q)
these deficiencies E&ES@@“@ED&QEY £ ABovE
require resolution at £ ATTENTION
major command and OR SOLUING THE

.,\
resolution below .
MACOM-level (fig. M-3). U@z \\
BELOW f
MRAeOM ;j

erean: renuire PROBLE \A v
QJ

Fipure M-3

WEAPON SYSTEM

Since relatively few weapons will dominate future battlefields, it is
important to better define what is meant by a total weapon system. The
terms ''weapon' and ''weapon system" &re used interchang:ably in the
context of referring (o & pilece of hardware. Yet, a weapcn system

is more than a plece of hardware (the end-product); it is a total system,

Vi-5
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A weapon system 1s an aggregatiom
of the weapon with other input

of personnel, logistics, training,
tactics, and managemeént. This
input {s united in a synergistic
manner to form a total system
capable of operating at design
capability (fig. M-4). An
analysis of a single problem,
personnel turbulence, will be
used to demonstrate the total
system concept.

A CASE STULDY

WIETA\PIOINEES\V{SATHEIM
O MORE THAN FPIECE OF HRRPIWAKE
O ALGCRECHTION OF INKUFS

O CHRRACTERIZED By INTENSE
INTEBRCTION

QLAPALLE OF DESIEN PERLOIMANCE

Figure M-4 i

An analysis of the situation reveals that
turbulence is not a prezise definition of
the problem. The Army's individual replace-
ment system in fact institutionalizes turbu-

lence during peacetime.

During var, combat

losses add tc this turbulence, Thus, some
amount of turbulence is unavoidable in peace
and war. The problem, then, is not elimi-
nation of turbulence hut in finding ways

to reduce its degrading effects, with the
vltimaste goal of maximum combat readiness.




Most previous solutions offered to counter
turbulence have been directed toward making
the personnel subsystem more efficient, re-
sulting in repeated iterations at improving
process efficiency but not truly solving the
pr-tlem (fig. M-3).
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The percentage of turbulence is even menm-
] sured in some unit readiness reports and

} usually thought co be the sole province of ]
personnel managers, The result has been

frustration in the field and a feeling of
1 inadequacy in process-oriented management
that wants to help but has been in effect
unable to do so.

For purpose of analysis, tank fumctional
subsystems were snalyzed separately, yet
individual recommendations that resulted
from these analyses must interact in

Vi-7
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harmony and in a timely manner to effect

a total solution. It is not the individual
sybsystem solutions that are lmportant; it
is the result cbtained by the synergistic
effect of their common focus.

Several training initiatives are recommended

to minimize the adverse effects of turbulence
(fig. M-6).
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TREAMNING IMEPUT

QRRISE ENTRY LEVEL TECHNICAL
PROFICIENCY

i 6 i D ala

O PROVIDE PROFESSIONAL DEVELOPMENT
ON LISCHETE SYSTEMS

it

Swiland

O STANDARDIZE UNIT TRARINING

1 Figure M-6

el e b LT

Raising individual technical proficiency by
systems specific entry level training on a
discrete tank frees units from the disrup-
tive practice of taking valuable training
time to train individuals to an adequate
level of technical competence. Currently
tnat level of disruption is approximately
proportionate to the rate of influz of new
personnel., For example, an Armor unit
might reach a level of wnit proficiency that
permits realistic combined arms training,
only to have the receipt of large numbers
of new less-trained individuals require the
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return to individual training. Providing
professional development training om dis-
crete gystems for vehicle commanders and
tank system maintenance personnel will pro-
duce higher levels of technical proficiency
at the sypervisory ievel. 1In effect, this
should reduce the disruption now caused by
the loss of technically proficient NCO§ and
subsequent replacement by those lesser
qualified. The technical proficiency of
replacements, both entry level soldiers and
career, is unknown to commanders and varies
widely. Units make up this proficiency
fault at the price of turbulence to their
training and competence of their unit,
Standardization of armor unit training
worldwide will facilitate the interchange
of soldiers between units and reduce the
disruptive effect of replacements not
familiar with local concepts at variance
with approved doctrine,

‘fhese training Initiatives were uot per-
ceived in isolation and cannot be fully
realized without simultaneous efforts in
other subsystems, Technically proficient
entry level and career soldiers must arrive
in units in the correct numbers and grade
in a timely manner, and be maintained in
their units if the adverse effects of tur-
bulence are to be reducel. A more precise
personnel management operation 1s required
(fig. M=7).

RERS@MNEL MMMBUE
@ CSrRBLISH NEW ARMOR CMmF

@ ELIINATE LIGERAL CRADE aud
MOS SUBSTITUTION Qilr7€E#1A

@ LOCVIDE RHpp: TIONEL CREWMEN
€ REPORT By #-016!/7 MOS

Figure M-7
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Establishing a separate carcer management

field which identifies skills for specific
positions on discrete tanks will provide

the management precision necessary to capture
the full effect of a better trained force.
Without the implementation «f a more responsive
carcer management field tne training initiative
described above would suffer, Additicnally.
ti. current liberal prade and MOS substitution
criteria that now permits an E-6 63H Automotive
Repairman to fill an E7, 63C Motor Sergeant
position, also need to be tightened., While
such liberal rules have in the past given the
appearanc. of process efficiency, in reality
they have masked the mismatch of people. skills,
and requirements that have long plagued unit
commanders and have contributed to internal
untit turbulence as shifts are made to correct
proficiency shortcomings. Huch of the tank
crew turbulence now reported is caused by

moves within the unit as the commander shifts
resources to keep his crews bhalanced. The
provicion of additional crewmen to the tank
torce will reduce this turbulence by providing
a butffer between the operational crews and the
replacement stream. As a [cedback check to
ensure systems discipline, there will be a
requirement to report armor unit personnel
status by A-digit MOS, thereby surfacing
inadequacies Lo the level of management that
can correct the problem.

Yet the comnat capabiltity of a better trained
force managed with precisjon will still be
croded by adverse turbulence if long-standing
logiatice problems are not solved,

VIi-10
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The disruptive and turbulent effect of
spending valuable training time in main-
s tenance activities cuaused by inadequacies
v in the logistics system is well recorded j
P in armor units today. Lack of spare parts, }
: unrespmsive technical support channels, 3
and an inadequate number of properly . ;
trained mechanics all contribute to the

d degradation of training plans. The train-

; ing initiative to provide more technically
competent crewmen and maintenance personnel
in armcr units will prevent many maintenance
problems and will correct others,(fig. M-8).

Locionied IHpny

CNRRISE ENTRY LEVEL TEAHAICK ¢
PROFISIENCY OF MRINT FPERSONNE L

PSOLVE PLL/RSL PROBLEM

> PROVIOE BOEQURTE MIINT MPNPOYER ;

Figure M-8

The current PLL/ASL repair paits comncept in
support of the armor force is not adequate
in peacetime and predictably will fail in
war, Solving the spare parts problem
through an open-ended, intense veview will
£0 & long way in reducing the adverse tur-
bulence created by chance availability of
armor equiprment for training. Cc current
wvith a8 solution to the PLL/ASL problew

must be a correction of the inadequacy of
current Tables of Organization and Equiptent
to provide skilled support personnel at armor
company /battalion level. Whi.e more precise
personnel management will assure better uti-
lization of trained personnel, what is needed
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is a more realistic base for maintenance
manpower authorizations. More adequate
numbers of personnel will obviate the ne-
cessity of drawing crewmen away frowm other
training to perform tasks better suited

to trained maintenance personnel.

While the foregeing is a prescriotion for
correcting management in the current and
future fielded tank force, true systems
integration must begin in the development
process and must be related to the tanks
thereafter. Investigation reveals that
many of the current inadequacies spring
directly from basic management deficiencies
in the development process. Tailure to
correct development problems will perpe-
tuate systems inadequacies and force con-
tinuing post development fixes that could
have been prevented early during the de-
velopwent process. Past failures in inte-

grated lofistics support planning plague the
current ffelded tauk force (fig. M-9),

PEVELERMENT 1MUY
O LORRECT ILS DEFICIENCIES

Figure M-9

Yet, that inadequacy continues in the cur-
rent development system. Integrated systems
support planning is the management device

in the development process whereby comsid-
eration of personnel, training, and logis-
tics are truly integrated in a systems ap-
proach, 8o that the new gystem when fielded
can immediately perform to its design capa-
bility., Excessive end item orientation and
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fragmented management in the past have prevented
schievement of this goal. Solutions to this
problem must be forthcoming and interact with
experience gained in s, stems management of field-
ed equipment if armor equipment is to achieve

its full design capability on the battlefield.

Taken together, these individual solutions in
training, personnel, logistics and development
will permit a long overdue soiution to “he
adverse effects of turbulence. While not an
exhaustive list of recommendations from indi-~
vidual subsystems that impact on this single
problem, the foregoing analysis provides an
example of the total systems approach so vital
to the achievement of full combat potential

of the tank force. As highlighted in this case
study of solving the turbulence problem, there
must be simultaneous action in all areas work-
ing together. Solutions in only ome or two
subsyster areas that are not integrated will
only produce angther 1lteration in subopti-
mizing a process. The proper solution can
only be derived using a total systems

spproach (fig, M-10).

£ {, AT
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Figure M-10
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WEAPON SYSTEM MANAGEMENT

With less complicated weapon systems, it was possible to separate functions
and have performance carried out by separate functional agencies; e.g.,
personnel, logistics, Independent performance measures were stressed for
each functional area with less consideration given to total weapor-system
performance, However, with highly complex and sophisticated weapon systenms,
this segregation of functions is not feasible or appropriate., Weapon system
management is a management concept that concentrates on the total system and
seeks to optimize the performance of the whole system which mey or may not
optimize performance of individual

functions (fig., M.1ll). It stresses

the timely integration of all as- GUE@EJ@N %vg?[gm

pects of a weapon system from the

establisliment of operational re- m&m&@EMEM'ﬁ

quirements, through weapons design,

development, and production, to the
training of personnel, logistic @ CONCENTRATES ON TOTAL SYSTEM

suppcrt and operations. Weapon
systeT management includes all © INDIYIDURL FUNETIONS SUBOPTIMIZED

activities involved from the systems
engineering state, to the integration O STRESSES TIMIELY INTEGRATION

of the physical components of a " -
wca;.\cn,pr_o the as:aﬁisbm&nt of an CEMPHASIZES MNAGED SYSTEM
information system between the

various functions, the performance
of which is necessary for an effec-

tive weapon system. It is an
excellent management rechnique to work through a complex functional structure

such as the Army has today in order to focus management attention on a
gselected weapon system. This management orchestration with an intensive
single focus ensures that the weapon system has the potential to operate at
peak effectiveness. It also offers some other advantages, namely draving
attention and priority of support to the managed system, and encouraging
early identification and resolution of problem areas.

Figure M-11
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But the systems approach is not without its problems. It tends to frustrate
the functional stafi system, it is expensive, and consequently in the intense
competition for resources causes personnel and material to be diverted from
systems not intensively managed. There is also a possibility such an approach
might create an elitist attitude among those in the managed system. Despite

these disadvantages, this systems approach offers the possibility of an in-
creased combat return obtainable in no other way for the resources invested.

etk B e

e e T

st e

Since weapon system management is costly, it should be restricted to those
: systems that are of critical importance to the Army's primary objective of
¢ winning the land battle and whose full capability cannot be realized within
the current functional management process. Selection of systems to be
managed using a systems approach then becomes critically important.

PN VP

SELECTION OF WEAPON SYSTEMS

Selecting systems for intensive management is a complex task., Five criteria

from a wide range of possibilities were selected (fig. M-12) to assist in ;
deciding whether tank systems should

N , -
be intensively managed. To first test WMQMM( ﬂga/g/% ;

the applicability of the criteria,

five weapon systems crucial to the @@ﬂ‘ﬁ@@ﬁ&k

Army's battlefield success were b
chosen as candidates. The systems © COMUAT EFFECTIVENESS j
selected were tanks, aviation, ©
antitank, artillery, ang air O)VESOUK’CS convsumPrionN }
defense. The criteria proved 3
more than adequate. Moreover, © LomPLEXITY

the results are significant:

abeia

© LEVERAGE (mpacr on oTHER ¥r3)

Combat Effectiveness: Tank force
provides 36 percent of the corps fire- O EXTERNAL WIS IBILITY

3
power.

Resource Consumrption: 1f the Figure M-12
Army budget were costed against

combat forces, the Lank portion would equal approximately 20 percent of the
total budget.

Complexity: The tank is a complex system that requires a high degree of
special training to operate effectively.

P Ny - YR T B o e i
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Leverage ({mpact on other systems): The fact that ctanks are large con-
sumers of material resources, provide over one~third the corps firepower,
yet involve only a very small percentage of the Arazy's total manoower as
crewmen results in 4 higr degree of leverage compared with other systems.

Extevnal Visibility: A high degree of leverage causes external visibility
to be great especially in Department of Defense and Congress during the budget
process. The tank slso enjoys high national and international visibility
due to the widely accepted conclusion of its great impact on the modern

battlefield.

The tank emerged as the prime candidate for intensive wanagement anc the
system that fully meets the selected criteria. In addition, the fragile
nature of the tank syster, or, in other words, its time~sensitivity to

the various subsystem input, makes 1t mandatory for the tank to be managed
using such an approach. All system input must be brought together
simultaneously to make the tank a combat effective system. From a manage-
ment standpoint, no other Army system is as fragile.

Although it is anticipated that all systemg evaluated and possibly other
systems will require management using a systems approach, they will not
require the same degree of intensity at the same levels of management.

The differences in the levels of intensity can be variea by the strategic
placement of system-specific focal points through the current mar.agement
structure, The more widely spread the focal points, the higher in the
current structure, and the more direct access to key decisioumakers, the
more intensive a weapon system can be managed. For exanmple, the aviation
system and other complex missile systems are currently being managed in-
tensively to different degrees using a weapon-systems approach. Artillery
is another weapon system that is not now manased using & system approach,
but may require some form ol systems management. While not as time-sensitive
to subsystem input as the tank system, the criticality of artillery on the
nodern battlefield is unquesticned.
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THE TANK SYSTEM

BATTRALION

i Eoup )

CORIATIDER

COMEBRT READINESS

Figure M-13

The tank battalion commander is & weapons-system manager (fig. M=13). He is

the strongest link in the chain of command who performs system managenent. The
system managed by the battalion commander consistls of more than the tank.

It is the aggregation of the tank with other input necessary to make the tank
pe- orm at its design capahility. This input includes the crew, their train-
1: tactical employment, logistics, administrative and management support
united on a timely basis and ir a synergistic manner to form an effective

combat system, This input is melded together by regular interactior to form
a total tank system,

Tank battalion commanders in their role of commanders a
managers and successfully integrate people, equipment, parts, facilities,

and traininy to produce combat-ready units. The effectiveuness of their
management and leadership is measured in terms of combat readiness and the
attainment of the maximurm combat potential from the equipment. The frusiva-
tion these commanders often feel about the inability of the separate sub-
systems of the current functional general management process--logistics,
personnel or training._to cove with problems is caused to 4 large measure bv
the difference in management focusa Battalion commanders Are weapon system
managers. The structure they must interact with above battalion level has

no such orientation, What exists above battalion level is an Army-wide
management system which is a complex organizational structure which frustrates
commanders and frequently impedes timely interaction of its individual parts.

re in fact systems
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TANK _FORCES MANAGEMENT STRUCTURE

sl o wak o b i .l-.»i.q

Under the syste':s approach, a special management structure would be added
%o the current management system, This management process will cut across 4
vrganizational relationships and also stress the timely integrution of all | !
aspects of the tank torce including development, personnel, training, lo-
gistics, and operatioms.

Placement: A Tank Forces Management Otfice (TFMO) should be established
at the Chief of Staff, Army level (fig.M-14).
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Figure M-14

Composition: This office should include a small staff carefullv gelected
. for their high level of Department of the Army expertise in personnel, logis~
k tics, training, readiness, aud Jdevelopment.

4
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Functions: The functions of this element will be to identify tank
related problems and serve as energizer, organizer, integrator and coor-
dinator for tank force actions,

How: This will be done by working through the Army General Staff
on a management-by-exception basis.

Participation: There is & requirement for the head of the TFMO to
participate in the decisionmaking process of the Research, Development,
and Acquisition Committee (RDAC), the Program Guidance and Review
Committee (PGRC), the Budget Review Committee (BRC), the Army System
Acquisition Review Committee (ASARC), and the Select Committee (SELCOM)
wvhen these committees consider matters relating t. tank programs.

Y1-19

e vt e bl i vl v s e [l

[ PO SRS QP ST SO L»-- i S S e Rt DS e S e BT e ARSIt o

n k.

- .\u-j




Eagaht ]

p—

R R L LSRR B T

R T

ITRDE W

- b

o Eh

A conceptual system to interface with the Tank Forces Management Office is
Agepicted in fig. M-13 and is described below.

Each of the agencies or ele- ﬁmmm gw\gtaam Mm%ﬁmﬁmﬁ

menty identified by a face
or tank on the chart shows
a focal point established

pa -
to address tank force is- GEN B @ @ @
sues. The focal points STAFF PER ©OF3 *

are centers of intensive

management. They are points

of concentration which will Gs Aceney @

be required at each DA ]
a Milor f

General Staff and Generfl S PPoRT |rRa

Support aAgency level. Thase CMDg ‘

focal points will also be
needed at major support

commands .o address tank -l e @g
force matters, e E

Just as ther~ is a project MAJOR

manager for the XMl tank, CMD S msm] s ok

there is a need for focal g

points in DARCOM for tank . Y o) ==

readiness and tank develop- ""“'EE@‘
ment. In addition, focal ¢
points are needed through-
out the DARCOM logistics
support system to include
the Logistic Assistance
Offices down tu division
level.

2]
o] 23

The Commander of the Armor
Center must be a central
participant in any Tank
Force menagement system.
The importance of the Armor Center's role in combat development, training
development and maintenance of Tank Force standards and doctrine is
recognized and totally supported, S$ince the Armor Center is the
protessional home’ for Ariwor officers and soldiers of the Army, the
Center Commander must coordinate and supervise the development and
maintenance of standards, worldwide, to guarantee & properiy manned,
trained, and equipped Tank Force, He is the principal spokesman for

the Armor community and in this capacity murt serve as the focal point
for molding man and machine to optimize combat potential. He must alsc
serve as the interface between combat development, training development,
and materiel development, The Armor Center Cocmmander must coordinate on
a continuing hasis with the TFMO to assure proper assessment of Army and
DOD policies and procedures at Army Staff level, which affect the Army's

Figure M-15
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ability to man, train, cquip, field,and maintair an Armor Force. To
assist the Center Commander in his functions, there is a need for a
focal point at Center level. The size of the office, its function,
and location in the Center will be as directed by the Center Commander.

There is a need for the focal points to be established at MACOM and

corps level. There is cu r-itly a shortage of qualified armor staff
officers at these levels

This conceptual structure is not a separate vertical organization and
the focal points do not assume specific assigned functions from existing
stalf agencies. It warks through the existing staff and identifies
problems, energizes the staff and assists in coordinating actions of
tank-related matters with commanders and managers at various levels.

CONCLUSIONS

Intensive management using a weapon systems approach is essential to
realize improvement in the management of tank forces.

A Tank Forces Management Cffice is necessary at Chief of Staff level,.

Focal points for tank forces using a systems approach is needed from DA
staff level and at echelons below.

RECOMMENDATIONS

Establi sh Tank Forces Management Office at Chief of Staff level.

Establish focal points within the General Staff and other agencies using
a weapon systems approach.
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